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INTRODUCTION

On April 27 and 28)‘1972, the Junior and Qommunity Collece
Division of the National Laboratory_for‘Hioher Education (NLHE)
sponsored a Conference for Deans of Instruction at the'Ramada
Inn, Durham, North Carolina.; |

Announcements of the workshop went out on April 5, only

sliqhtly more than three‘weeks in advance of the‘meeting Des-'

plte this very crhort notlce, thlrty one persons from twelve

d1fferent states attended j Another one hundred 1nd1cated en-

thusiasm about the conference and its unique structure. (Appen-

dix A.) |

In keeping with the‘pvroose;of NLHE} the workshoo was
deslgned to promote constructlve chance 1n both the nature of
the tOplCS selected and the actual manner in which- the confer—
ence‘was,conducted. Toplcs'were of two_dlfferent‘types: pre-

pared papers and special 1nterest dlSCUSSlonS The selectlon

‘of the sub]ects £0r the prepared papers was based on an 1nfor—f‘
‘mal survey of deans 1n attendance at the annual meetlng of the

‘;Amerlcan Assocratlon of Junlor Colleqes held in Dallas; Texas,

February,‘l972. *The sub]ects for the specral lnterest sesslons’

:]were based on a survey of those persons act ually attendlng the'

‘Durham conference.

Most conferences follow the pattern of conventlonal teach—t

‘1ng, W1th oral presentatlcns by speakers (teachers) while par—h“

t1c1panfs (students) take notes ThlS conference took a dlf- ?‘

ferent approach Instead of speeches, natlonally known resourcen
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peOple were asked to prepare papers for reactlcn‘and these
were given to part1c1pants durlng reglstratlon. Conference
time was optlmally«utlllzed since the time normelly spent in
listening_to presentations was spent fn meaningfnl discussions
with the authors'of the papers. |
To”further'encourege'and facilitate active participation
;amcng conferees, enrollment was limitedfend time schedules were
arranged‘to naintain small discussion groups. | |
As reflected by the evaluatlon forms comoleted by che par-
ticipants (Appendlx B), the conference was very successful.
\ ',‘Parti01pants‘ reactions have been analyzed, ‘and their
suggestions'nade will be incorporated into~future_NLHE_s§cn—
sored uonferences; " The anticipated result is a more rapid
dlfqulOn of ideas and lnnovatlons as. well as the sharlng of

solutlons to common problems.
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iNSTRUCTIONAL‘ACCOUNTABILITY IN EDUCATION
" A.A. canfield, Ih.D
" College of Education
University of Florida
Within the past few years, the word "accountability" has
found its Way into the language and literature:of education.
Unfortunately, however,kit has taken a "bad bounceﬁ and become
more or less synonymous with performance contractlng It is‘
a pity that such an honorable term ~used With dlgnity in other
.professional fields, should‘fall‘into‘such narrow and‘restric—
tiuejusage.‘vThe concept of accountability has much‘to offer
education, educational institutions, educators, and‘the‘sev-
eral publics they attempt‘to‘serveu This short paper proVides
a partial'foundation for‘examining the term "accountability"‘in
a broad context and assesses its appiication in the educational
‘1sett1ng
| Because many of today S uses of the term‘ accountability
‘have taken lt into corners for which it 1s lll des1gned ‘1t51s
helbful to start at the beqinning by‘examining‘its definition-
as'found-in typical English‘usage‘dictionaries.“Itsis i.nterest-=
ing to note that +he term did- -not appear in Webster's second ‘5
'tedition but is found in the third edltion.' The definitions of -
accountability" vary modestly rrom dictionary to dictionary,.
but several common synonyms and referents are eVident 'They_in?:'
.i,clude‘"liable,': responsib]e, and subject to giVinq an account.ﬁ'
"fjA close relationship 1n meaning is found between the words fre;“.
s

sponSible ‘and accountable,» particularly as they are used in;

public administratlon and bus1ness management.‘
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Accountability in public administration has designated
an obligation to make some form of pnblic‘report or to be sub-
ject to a public audit concerning the ntilization of public
funds. Historically, the‘accountabiiity was from a representa-
tive of the monarch to the monarch, but with the overthrow of the
sovereignty; concept in governmental form, the obligation‘is now¥~
more typically-—from,the administrators in'executive nffices
and/or branches’to the legislaturee This.use of the term to
identif;man obligation to submit-to an outside audit forve"
detalJed accountlng of the use and dlsbursement of public funds
would appear to express the concept of "contracted" learnlnq as -
proposed by Less1nger. Some form of audlt" or ."public report"
also reflects the-"extrinsic" or "external" control in elemen-
tary systemsranalysis. |
.r,The other‘typical or nsual use of the word accountability*

‘deflnes an obligation to report and/or explaln the fulflllment
‘of some performance for which- resoonslblllty was. accepted and
for whlch some authorlty was delegated trom a superlor in an
organlzatlon. Most management wrlters d1scuss the concepts of
‘authorlty,‘responS1blllty, and accountablllty as 1nterrelated
aspects‘of one‘s ass 1gnment w1thrn an organlzatlon.: Brlefly-—
one accepts the lesponslblllty to fulf11l some function (admln—
| 1strat1ve or operatlve) and achleve some ends by performlnd |
vsome tasks or d01ng some work } Along w1th that respons1b111ty
comes ‘some delegatlon of authorlty to select a method of work
utlllze the resources of the organlzatlon dJreCt the work of

‘others,'requ1s1tlon materlals;’etc._ Accountablllty is the‘



‘'process of explainingjor reporting howieffectiyely the‘authority
was utilized in achieving the objectives for which one assumed -
responsibility.' Authority is delegated to provide the power
to act; responsibility defines the anticipated outcomes or
performances; and accountability is the explanation due on the
effectiveness of'the work. In‘thisfbusiness-management usage,
accountability flows up within the organiZation, and’hence has
an_intrinsic or intérnal "buildfin"'control feature about it.
Both of these historical uses have direct aovplication to
the school situation;‘particularly the schools'and colleges
which operate on public funds. There are both a budget-assess—
ment and auditinq function to see that funds are spent accord—
ing to the allocations, an accountability requirement With ex-
ternal control, aihd an internal accountability, of sorts,'
through the organizationallchainrof command.
‘Neither application is pure,"however, as funds‘Otherhthan
those proyided by-the‘supporting governmental aqencies‘are
‘_commonly found and utilized Within the college enVironment-—J
particularhrtuition funds--and the line of command w1thin the
academic 51de of the 1nst1tution lS far less clear and direct L
b than it is in buSiness, | 3 |
There lS, for example, con51derable opportunity for dis— }
'agreement about whether the dean serves ‘to represent the faculty
and their dec1sions, or. whether the dean leads and directs the
ifaculty 1n the achievement of colleqiate objectives.V Certainly
'the body of—scholars concept of the college places different

‘ﬂemphaSlS in the hands of itsf"operativesvﬂ—faculty,members——‘




'formance contractlng operatlons, we ‘are now faced Wlth a partlal‘
da]'research report ‘oased on part of the s1tuatlons, barren of

B meanlngful 1nterpretatlon, and of dublous and/or questlonable\alue

‘,it”seems.fV'

than does the business enterprise. Because the environment is

characterized by highly educated people operating "alone"
with students, the conventional line command'process is not

clearly applied and perhaps not applicable.

-~

The possible differences between the locus of responsi-

bility and the source:of authority poses an interesting enigma

for accountability in education.‘ If one gets his classroom

authority from the president, vice-presidents,.deans, and

- department heads in the normal’flow‘of legal (statutory or régu—

latory) power but feels reésponsible to one's colleagues, disci-
pline, and students——What is the locus and direction of‘accounta—
bility? Can accountability appiy and'work effectively in an
organization Where,responsibility,andvauthority have distinctly
different referents? 6r,his'the educational institution really

a line‘organization and in order‘fortcontrol to occur it must
begin_to‘behave like one?

kT ere ‘is also a questlon ra1sed by the unfortunate "locklng

‘on" of the Offlce of Educatlon to the concept of contract learnw~i'”

. ‘L_

- 1ng or‘Uerformance'contractlng.- Because of the 1ll tlmed hurry— Y

. up, short- term crash effort to fund ana research several per—‘

‘The Batelle -_research report has been delayed 1nexpllcably,n;7+~%

ThlS hlghly publlClzed efforc on performance contractlng
and the concomltant empha51s on norm—referenced sklll develop-fy

ment measures has‘w1de1ed the gulf between the soft—headed"‘



lhumanlsts and the‘"mechanlctlc behaV1orlsts who have been
‘protectlng thelr respectlve sectlons of the school yard since
vitbe hlstorlc gestalt/behav1orlst rl of two qeneratlons pasL
fdand oefore. The spllt is w1den1ng, at least rn prlnt, and the
fdlrect and contlnulng assoclatlon of accountablllty w1th cog—‘
‘nlthQ learnlng at lower taxonomlcal levels has tended to obscure
‘the‘potentral values‘and‘meanlng of " accountablllty.n Those'
"‘humanistS‘who‘deblore behavioristic values now‘attack-accounta—
 ‘blllty as though lt were a’ synOnym for Magerlan behav10rlsm.
‘v This V1gorous confuslon lS in dlreCt cOntradlctlon to the'
efgenerlc lmlecatlons of the term accountablllty." t also tends‘
~to arbltrarlly decry attempts to flt a "determlned" system"
fmodel to all thlnqs educatlonal whether they be admlnlstratlve, o
operatlve, or supportlve. A aetermlned system 1s one ‘in’ whlch a
ysubsequent state can be accurately determlned from an ex15t1ng
.state."Determlnedsystemsaregenerally_mechanrcal’dev1ces_
3liketinternal combuStion7engines;‘where'the‘OperatiOnyof:any
‘_subsequent part of the englne can be determlned frOm 1ts presentt
4stage in the operatlng cycle.e Determlned systems are - relatlvelyy_i,
uncommon.ln llv1ng organlsms or organlzatlons, althouch certaln S
‘features can‘be percelved in hlghly autocratlc or bureaucratlc‘
isrtuatlons. The bunchlng of behaV1orlsm,‘51mple determlned‘
'systems, and accountablllty lnto a commOn—concept baq confuses
- rather than clarlfles the 1ssue. | e
‘-Systems and system procedures are control-orlented cOn—

‘cepts w1th control taklng two - dlfferent forms-




1. HomeOStat c——keeplng thlngs as they are or as
o : - programmed for change.

¢ lve——keeplng more v1dble systems 1n control
while : permlttlng ‘relatively free’ 1n—3
Jtroductlon ‘and ‘test of innovative.
.plans, w1th1n ‘the /lsdom and creatlve
+ capacity of those cOntrolllnq the ‘
‘system._ ¥ o

,Before turnlng to the 1mpllcatlons of- these models for .

1educatlon and accountablllty,‘lt 1s 1mportant to note that

certaln klnds of control (1ntr1ns1c or excrlnslc) and klnds
of systems (determlned or self organlzlng) tend ‘to occur to-

gether, and that nearly all systems (other than the strlctly'

_'determlned ones) prov1de for unmeasured 1nput and unmeasured‘
“outputs to occur. In addltlon,,for systems perspectlves,
‘control works as meanlngfully On process as ‘on product andf :

" the. term‘:system 1mplles some elements Very close to our’

‘r

| earller V1ews of accountublllty. '

In~Flor1da,_for“example, the State Department of Educa—lfl

:tlon is baslng accredltatlon upOn the school dlStrlCt s per—y

formance in relatlon to 1ts own (the school board's) objectlves

in two of th ee areas-‘ status, process, and Droduct. Vlrtually
“every dlStrlCt has adobted for the current perlod, accredlta—f
tion based on status and process._ Status measures ‘are the |
iamount, type,~and‘utlllzatlon of space and‘fac1llt1es;‘processl

measures ‘are the klnds of act1v1t1es undertaken 1n relatlon

to the prov1S1on of educatlon for the students.z At the pxesent‘ |

tlme, the State is worklng on norm—referenced tests to be ad-‘

‘:mlnlstered in- baSlC Sklll areas, when doplled these Wlll
‘be a beglnnlng of product assessment measures whlch are to-

5be partlally 1mplemented in. l973.
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All three”of these kinds of'measurement‘of system condi-
‘_tlon are perm1ss1ble under the gEnerlc 1nterpretatlon of the‘
,word "accountable and in the sYStems analys1s if in a sllghtly
bdliferent but para lel c0nflcuratlon. | | -

Baslcally, systems analyS1s is approached through a serles

of exp051tory dlagrams llke those below.n

inputT . o | | input
SYSTEM | output unmeasured ¥ measured
o measured
| sysTEM [ —
- - ">“—“*7 output
unmeasured’ -
Single: control .~ 'dMeasured‘and'ﬁnmeasured‘elements’“

Nelther ot these dlagrams’shows a controllJng functlon——the‘~
'.slmple llne draWLngs lndlcate that somethlng comes lnto the R
“system operatlon and somethlng COmeS out. .We‘assume'that”they
are dlfferent as’ a result of the system or process act1v1ty
To control the system, certaln,elements must be added. In
‘the process of these addltlons,‘the'notion‘of¢wheredaccountabil+‘
‘1ty fltS becomes EVldOnt ‘ ERT I ‘ | 3
In the flgure on page ten:'seVeral boxes ‘or fea—
tures,have been_added., The plan box prov1des the bas15 for ob—
:jectlves, goals, or standards. It determlnes resource allocatlon‘
“and prlorltles. The effector box is related to . the power (human,
»organlzatlonal _mechanlcal or otherw1se) that alters the lnput
to and the operatlnq characterlstlcs of the system.‘ The measuref

ment ltself canjchange‘the product. mThe~standards;box Sets

._B— ‘



‘forth the‘Specific outcomes anticipated——Whethe*~they;be in‘
quality, quantity,tcOst or: other form The collatlve functlon
,‘1s a process through whlch expectatlons are: compared Wlth actual
—Outputs and the dlfferen e value fed back to the effector func—.‘
: ti or pOSSlble system ad]ustment.‘fThe accountablllty con—;d
cant 0 we've descrlbed 1t 1s a comblnatlon of the objectlves
setting}‘measurlng, and feedback aspects of the model
‘The unmeasured 1nputs and outputs may ‘be related to some . - s
of‘the "humanlstlc":aspects of educatlon. Their excluslon may |
be accepted or uneaslness may deVelOp because they cannot‘or

‘,w1ll not be‘measured and put 1nto the "control ed system model
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To apply‘the concept of accountablllty to the 1nstructlonal
‘task requlres more. clarlflcatlon of role and functlon than clarl-
flcatlon of concept. Who is the effector in. the process’y Where

:do the standards come from° -Who does,thelmeasurlng? Who pere‘
yforms the collatlve functlon? Who provides the "neqative"hfeed—p
back for system process correctlon° Who prov1des the plannlng?

How much of our anx1ety and debate w1th1n educatlon is re-
lated to fear or anx1ety aboutﬂthls 'control"“activity itself
(oelng controlled),and how much is related to the poss1ble utll—

”1ty of the process for helDlng 1mprove educatlonal pract1ce° ‘
- How can we approach the isste of system 1mprovement—-1n-
;cludlng cost/effect analysls——ln an aCCeptable manner and w1th
'*freasonable and meanlngful objectlves W1thout los1nq our senSe
-of freedom and our herltage of self aSSessment7

What klnds of 1nternal or 1ntr1n51c COntrols do. we now
‘usekor could we now usewto relate to- the extr1ns1c controls
suggested by accredltatlon and leglslatlve 1nterests about edu—‘
‘catlonal accountablllty7 ‘

What klnds of thlngs are‘we now measurlng and reportlng
that relate to system process, status, and/or product’ Can
they be upgraded used moxe dellberately, uaed more dlrectly7

What 1mpllcatlons would the adoptlon of an accountablllty
bmodel have for admlnlstratlve assessment student personnel
assessment and not just 1nstructlonal assessment’

How can accountablllty be placed on: the classroom teacher
without his 1nvolvement, dlscusslon, and negotlatlon and w1th—

‘Vout 51mllar accountabllltles belng placed on: everyone ‘in the

e R



iorganizational chain of]command above‘and around him?

Answers to these klnds of questlons require us to thlnk
more deeply about the cOncept and ltS appllcatlon to. educa—
tion. ‘We,have;really only begun_to thlnk_aboutnlt.

. In pubiic adminfstration‘and in‘busfness management it‘is
stated thae‘no one can be held accountable for a. performance
to whlch ‘he didn't agree or for whlch he dldn t feel he had
t-the authorlty to command the resources needed to meet hlS re-
spons1blllt1es. The concept of negotlatlon of objectlves is’
common in both flelds and precedes holdlng anyone accountable.f

Also, in both flelds accountablllty 1s consldered a per—-‘x
SOnal rather than a group matter.‘ GrOdDS,‘lt lS contended |
‘;cannot be - held respon51ble s1nce they have no speclflc lndl—, ;-

1VLdual accountablllty ThlS tradltlon should make educators
' uneasy, becausetthey, asﬁa'group,,areyberng;askedgto_be‘c”
.accountable;asﬁa'coilectiveontvague“termspforfill defined
fendsband to‘vaguely referenced outsiders;u‘ |

If accountablllty is  a personal matter, then to- whom 1sn
the teacher accountable°: The student’\ Other teachers'> Theb
'faculty senate° The department cha1rman° The pres1dent° The"'
\local board'> Some comblnatlon thereof’_ If a comblnatlon, theh‘
jthe prlnclple of unlty of accountabl11ty--accountable to Only
‘»one pers0n for clearly deflned responSLbllltles-—ls v1olated.‘
Should 1t be° Can we have multlple accountabllltles—-each of -
whlch 1s clearly deflned'> Should the concept of- accountablllty
“in lnstructlon lnclude accountabllltles to, the students,‘to

‘the other faculty, to our profe551onal assoclatlons, to Lhe

o-12-




department chairmen, to the legislature, etc.? Or should the
llne or chaln of command of the accountablllty structure of
bu51ness apply through the or7anlzatlon, w1th a supervrsor~

superv1see relatlonshlp growrng more and more typlcal?_-Is

- the growrng role of the unlon in teacher organlzatlons likely

Cto force a llne command structure Vit

; thewsolleglal orga-

nization?‘ To what extent does " the unlon-management struggle

ensnare the cOncept of departmental leadershlp on elther mat-

ters of hyglene (courses, hours, graduate asslstant assrgnment,

‘1ncreases), on matters of superv1s10n (censure, evaluatlon,

dlsmlssal, salary cuts, or restr cted 1ncreases), or on mat—

‘ters lntrlnSJC to the task 1tself (form and character of re—

latlonshlps Wlth students, course content and‘rormat, proce—

‘dures for assurlng learnlng, gradlnq procedures and practlces,‘

"etc )°y At what p01nt and in what ways is the classroom&teacher,

~an entrepreneur (1n buslness for hlmself), and ln what ways ls

he an employee of the flrm?

If the admlnlstratlve structure of the lnstltutlon has

'no power or: llmlted power over the faculty, ‘and lf the re-

'sponslbllJty of the several and varlous partles for the, edu-

catlon 'of the learner 1s nelther detalled nor assessable, underu"‘

what condltlons and set of values is it approprlate to nall"

"the classroom teacher for llmlted learnlng or . learnlng below

some "deslrable ‘standard° 'Who 1s to prov1de the accountlng

'for schools that do not teach for chlldren who do not learn"?

" The classroom teacher° The counselors? The'prlnclpal, presl-

“dent, Superlntendent? The local board?

-13-



The loczl board and the legislature, for decades,‘granted
funds for the‘operation’of the system,but‘have not concerned
themselves_with‘the‘problems‘of’planning,‘input,‘effector,

"systemwoperation, output, mhasurement,'collatOr; stundards,
or feedbackeactivities?‘ Shouldftheclegislature‘establish the
chain of accountabilities in view‘of itsnfundamentaliandkun-
chang&ng accountablllty to the electorate’ | | |

ffhere are. many people, ‘inside and outside the educational
institution, who feel a vague but‘powerful insistence that‘onr
educaticnal process Shouldfbe improved Unfortunately, perhaps,
common sense suggests that too many hlgh school graduates ‘can~
not pass the mllltary lnductlon exam1nat10n, too many hlgh
school graduates are found to be readlng at the thlrd grade
l@Vel £00 many students who enter college are ellmlnated be—
fore tﬂey gradnate,nand costs of schools and schoollng contrmae‘
te rise dlsproportlonately to budget allocatlons ln other frmﬂds.d;

EﬁncatorsW on the other hand have belleved that a good

eduCatmon" cosisrmore; that the broad goals (and they are viz-

tuous‘goals)uofpeducatlon are bes+ achleved ln-neWer‘faCLllﬁﬁgs,
in smailer‘groups, and by teachers w1th more advanced degream
and graﬂuate study” s

‘At-thls_polnttlnfhistory,:these-conflicting conyictions”

Z'-ed 1n a log‘jam created by a ma siye‘data‘deficiency,

are f
The publlcs nott in ithe system want to know what they re gett&xg
fbr thélr money and those in. the system want to know why they re

snot.getimng more money. As readlly as one side ean ‘claim lnadequacy
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cof performance,‘the other can claim professional achieVements
unllke any ‘other nation 1n the world Unfortunately for us
all, there is not much data avallable that explalns how well

‘we do. much of anythlng

Enter accountablllty,'a control concept-—ln publlc ad—
‘mlnlstratlon, in bus1ness management, 1n systems analy51s,

Is it a rubrlc for a challenge to derlne and clarlfy who is

' going to control the educatlonal process, for what ends, and’
w1th1n what flnanc1al and soc1al constra1nts° ‘Is the emergence

o of accountablllty a specter of soc1al pressure that the schools

'-'be respon 1ve to and accountable to the supportlnq publlc rather

‘dtnan assorted amalgamatlons of prolc slonal soc1et1es, 1nterest'
T‘Tgroups, and accredltlng bodles'> R | |
| xlIs there suff1c1ent value 1nlthe concept of accountablllty’h‘
‘;to‘expect the 1nst1tutlon of educatlon and those W1th1n 1t to;
1mprove their effectlveness 1n uSLng‘resources and processes to
‘produce students w1th capabllltles approprlate to today s and

tomorrow s world'>
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INSTITUTIONAL RESEARCH--THE ACADEMIC DEAN'S MOST
'CRUCIAL TOOL IN IMPLEMENTING ACCOUNTABILITY

Mlchael I Schafer,‘Ph D.
_ Dean for Instruction = =~
Mtskegon communi ty College
Muskegon, Mlchlgap '
The purpOSe of thlS paper rs to tie- together two 1ll-
deflned functlonal offlcers of the communlty college in such
a way that the flrstﬂ the‘lnstltutlonal'researchkofflcer,‘can'
serve as _ a valuable tool to the second the academic‘dean The
paper lS based upon the assumptlon that the orlmary purpose of
a communlty college lS to prov1de hlgh quallty lnstructlon and
*,that all admlnvstratlve offlces should be structured in a way .
‘that: facllltates th1s 1nstructlon,.7 o |
“‘The tltle of~academ1c-dean (and all of 1t= synOnyms) falls'
to 1ndlv1duals w1th a varlety of levels of respOnslblllty

yThese may be classlfled in. three general ways.-

1. "The Presldent Dean.f The “Pres1dent Dean lS a fast— o n

‘growrng specles.. In an 1ncreas1ng number of clrcumstances,
the college pres1dent flnds hlmself to be externally -di-
Irected Hls respons1blllt1es move: 1ncreas1ngly towards |

hsatlsfylng the needs of communlty leaders, state govern—”I

' ment OfflClalS,‘and unfortunately,‘and even more frequently,
the courts. Due to thls external orlentatlon of the presl—
dent the academlc dean flnds hlmself assumlng many of the
responSLbllltles earller thought to fall ln the pre51dent s
offlce.‘ In effect colleges are mOVlng towards a dual

l'system w1th an 1nternal and external preSLdent.
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2..~"The Academlc Dean- Academic Dean " The Academic
HdDean-Academlc Dean" is a role probably fllled by most
of us at‘this conference. Our authorlty 1s ucually
llmlted to recommendlng, but our recommenuatlons are a
ma]or forcelln settlnq the dlrectlon of the institution,
lespeclally w1th1n the 1nstructlonal program |

3. 'The‘TApe Recordel Academlc Dean h1s sub sgpecies

‘1s largely a flgurehead -Dependlng%upon wh1ch s1defof
the fence he flnds hlmself he acts as the re corder and
' subsequent transmltter of . 1nformatlon from the presldent
:to the faculty or from the faculty to the pres1dent. Many i
“ -fmore deans fall 1n thlS pos1tlon than would llke to adm;t
'it.f Thls is a dlfflcult sub specles to 1dent1fy in. thaty_
‘;,generally,VOnly the presldent and he are aware that he“
‘has sllpped 1nto th1s sub specles through the aglng and
‘tlrlng process. : J |
"¢Assum1ng that most of us.here fall 1nto the flrst two - cate—r'
gorles of academlc deans, our role 1s one of belng a dec1s1on
. maker. In our role as dec1s10n makers, we have four ways.of
lﬁ f' : approachlng a: dec1s1on.;y;u' | ’ i
| ;1. Authorlty ‘We canﬁmake~decislons;because~some=faculty_
Kthey are'becomlng rarer) are 1mpressed by the fact that i
“we are a dean and our declslons can be based 1n‘some 1n-
r‘stances, onlthe Sllee ratlonale that,‘"It s that way be-.~

causeﬁl‘saywltsfthat way, and I m the dean.

2. Committee1Decisions.‘ ThlS form of declslon maklng is




“.hardly different from the use of  authority. Rather
‘thanﬁusing;your‘OWndblasés andfopinions,.you‘use‘the‘
‘blases, oplnlons, and shared lgnorance of a group of
rlnd1v1duals._ ThlS form of de01s1on maxlng does have.“
done‘value. It is harder to hold accountable any one.
'1nd1v1dual for the consequences of the declslon made.

- 3. The Use of Experts. ThlS type of declslon maklng

generally 1s used most effectlvely by the professlonal
plag1ar1st. the unlverslty professor. The un1vers1ty
“professor 1n th1s role uses footnotes and quotes -the‘.
words of "experts" to back up statements of. dec1s1ons :
that could not be put across w1thout the1r ass stance. |
It has, however, been used very cleverly,by certa1n~”
hacademlc deans._ The technlque lnvolves a search OL‘
‘the llterature or the hlrlng of a consultant 50 - that .
‘thls supposed expert" ‘can shed the "guldlng llght" |

‘on the dec1s1on at hand.

4, The Use of Instltutlonal Research Thls form of

'.dec151on maklng is used by each of us: far more frequently
k”ythan we: reallze and far less frequently than would be
ides1red.y Stated 1n over : s1mpllst1c terms, lt ‘is, |
f‘deClSlon maklng based on emplrlcal data related to the .
Sproblem at hand Unfortunately, the quantlty and quallty
'\of thlS data 1s seldom as great as we would w1sh.,"
I tthk most of us. would agree that type 4 dec1s1on
maklng generally leads to better deClSlOnS and would prefer

to use thls type far more. fvequently than we are. able., Asﬁy
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“a result of the problems of quallty and quantlty of data,‘we.‘
are genelally forced to modlfy the use of thls form of dec1s10nnﬁ,w
‘maklng so that it becomes lndlStlngUlShable from types l ”é;f‘ i
"and J.MJ' = | ' |
| An effectlveblnstltutlonal research offlce‘can qerveuas-sflw
u‘an lnvaluable tool‘ln lmplementlng type 4 dec1s10ns. | |
'Instltutlonal research has been deflned by Brumbaughl aswf*fuo
that "deslgned to lmprOVe 1nst1tut10ns of hlgher learnlng,“‘by

' Rouchezk s‘ all studles done w1th1n the college,“ by Marsee31as7“

self study by a college deslgned to 1mprove the 1nst1tut10n,‘1_j*'°

4.

and by Stlckler as that‘ whlch lS dlrected toward prOV1d1ng

;_data useful cr‘necessary ln the maklng of’ lntelllgent deClSlOnS?;a

‘and/or for the successful malntenance, operatlon,zand/Or 1m-”v

5

‘provement of a glven 1nst1tutlon. : Roueche and Boggs conslderﬂ?~'

E K lBrumbaugh A. J. Research Designed to‘Improveflnstitutionst
of Higher Learning. . American“COuncilvon:Educationijashington;ﬁs
'D.C., 1960." Cp T T T BT LT

2Roueche, John E.e "Superlor Teachlnq in. Junlor Colleges-f*'“”
Research Needed f Implov1ng College and UanerSlty Teachlng,x.
.Wlnter, 1968 i , i ‘ , ;

, Marsee, Stuart EL{‘ A Presldent s Vlew of Instltutlonal
Research " Junlor College Journal May; 1965';

‘ 4Stlckler, W. Hugh "Some SuggestLOns Concernlng Instltu—‘TV,
ﬂltlonal Research "int Wlllls A,‘Lavlre, Inst1tut10nal Research

. Bases for Admlnlstratlve Dec1510n—Mak1ng.‘ Southeast Reqlonal
- Junior College Administration Leadership Program, Unlverslty of
,‘Florlda, Ga1nesv1lle, August 8 11, 1965 (ERIC ED 013 lOl)

5Roueche, John E. -and John R..Boqgs Junlor COllege Instltu—hws
 tional ‘Research: . The' 'State of the Art. American ASSOClathn‘XW::“
'of Junior Colleges, Washington, D.C. 1968. o
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institutional research as being "those systematic and fact-
findihg activities within a collegiate institution focused
upon current problems aﬁd issues with institutional improve-
.ment as the associated outcome." )

These definitions all sound exciting, meaningful, and
full of hope, but I guestion whether they are realistic.

6, Roueche’, and Thompson8 have each supported the‘con?

‘Mathies
_élusion that institutional research consists largely of identi- =
fying the identified. Most studies turn‘out to be descriptive

rather than evaluative, and are lacking in depth,‘balance,
organization, and analysis. |
It would seem that such institutional research breaks down
. into six basic types. I have taken the liberty of paraphrasv
ing a model described in a current research proposal by Paul
A. Elsner, Vice Chancellor of the Peralta Colleges in Oakland,
.California in describing these types of institutional research

application:

1. Institutional Research Relating to the Allocation of
Resources.‘This type‘of researoh is desigﬁed to prov%de
data for analys1s to aSSlSt you, ‘the academlc dean, ln
your_"manager of resources“ role. I deflne resources

in thlS context as: the fac111t1es, funds, faculty, .

-students, the admlnlstratlve‘ staff, ofa'the"'

'6Mathies, Lorraine "Junlor College Educators Indlcate _
Informatlon They Need," Junlor College Journal November, 1967.

TRoueche, John ‘E. . "Gaps and. OVerlaps in Instltutlonal

‘~MResearch,ﬁ Junior. College Journal November, l967.

8Thompso*x,_Jack "Instltutlonal Studles of Junior: College'
Students," Junior College Journal May,k1967 (ERIC ED. Ql3 070)
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college. A few examples of ways in which institutional
research of this type can contribute to your resource
allocation decisions may be helpful. -

Budget Analyses--Decisions required in this area in-

clude percentages of total budget in past, present, and
future years by divigion, department, course, program,‘
_etc. The academlc dean desperately needs data on the in-
stitutional cost per FTE as well as by each functional
division of the instructional program. I don't think we
will ever reach the point of having sufficient data and
analysis in this area The institutional research offlce
can be of ‘great assistance as we attempt to provide an-
swers to problems of cost effectiveness analyses, allo-
catlon of resources for specific functlons in the insti-
tution, unit cost analyses relating to‘plant operation -
and maintenance, as well .as comparatlve cost studies for

the various curricula and programs.

‘NegotiatiOns-—Whether negotiations at your college

are across the bargalnlng table as they are in Mlchlgan,‘or
faILW1th1n thf board s 1nternal worklngs, much 1nformatlon
is still requlred.k'Certalnly StUdlEn of the aVerage cost
by subject department d1V1slon,and faculty salarles with or
-W1thout overloads are necessary. Faculty load 1nformatlon |
'by faculty member subject, department/d;V1slon, student/
?faculty ratlo, credit‘hoursy'contact‘hours; etc;)'are also
ssentlal.y There are .so. many dEClSlOn° related to negotla—
'ftlons that requlre hard data (our contract at Muskeqon Com;f

mun1ty College is. 53 pages long) that 1t would be less ‘than |
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- fruitful to list them all here.. Suffice it to say that
for each decision on faculty status, load, and working
conditions, data must be at hand if the poard is going
to make.its decisions judiciously.

Class Size--These studies may include such. data -as

weighted averages by courss,ksubject, instructor, de-
partment/division, by term, day, and evening. They are

" probably the most crucial data in terms of the allocation‘
of resources within the instructional area. A large com-
munity college can save hundreds of‘thousands of dollars
by increasing class size by three to five students.  The
effects on smaller institutions are proportional. Other
types of studies that would ‘fall into the allocation of
resources category include the number of courses by sub-
ject, by faculty ﬁumber,»by full-time student; the num-
ber of faculty; thetratio of faculty to administration;
part-time faculty studies; faculty turnfover studies,
etc. |

The care and feeding7of our resources\(the profes-

FSional staff) should not be ignored Studies of the pro—
fess10nal growth aCthltleS of faculty serve as one - exam;

ple in thlS area. .

2. 'Institutional Research that Assesses Student Potential.r,
I frequently run into confllcts when certain members of our ‘com=
munity use the factciy analogy for the community college. Yet,

there is something to say for the fact that we are in a pOSition o
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of taking raw materials, training it with courses, polishing'
it with counseling, and certifying it with a degree. The
raw.materials,‘our‘students and potential students, must be

a known factor if»we are to make programmatic decisic ‘s that
will result i*n the type of product dezired. Certainily any
assessment of effectiveness mustmse as-a baseline the student's.
potential. This is especially +true when we wish to compare
potential to the student's.achievement when he finishes‘given
programs. Data, which can best be supplied through the insti-
tutiOnalAresearch office, are necessary for arriving at the
type of program determinants that:are the essentialsdfor pro-
gram planning. A very basic data need is for a profile of
1nd1v1dual student and student-body characteristics so that
faculty have information for effective decisions concerning
the curriculum and their teaching methodologies. Such pro-
files are also essential in our role in formulating institu-
tional goals‘and objectives.‘ Probably the greatest Single
data gap for most of us regardlng students is data on those
students ‘who aren t ours yet—~the communlty we attempt to
serve.‘ | | | | |

3. Instltutlonal Research that Assesses Achlevement.

- lee 1t or not, evaluat10n,pf our faculty, programs, student

h‘achlevement, etc. , is our oag. The types of . data requlred for

evaluation include:

‘AL Such 1ncom1ng student characterlstlcs as age, sex,

attltudes, health, motlvatlon, verbal and nonVerbal
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competencies, interests, etc.

B. The relative "effectiveness" of alternative instruc-
tional strategies. N

C.. Studies based on criteria that grow out of individual
goals, departmental goals, and institutional goals
as we attempt to assess individnal achievement, de;
partmental achievement and institutional achievement.
The range of information that would be helpful in this
regard is overwhelmlng yet most of us would be happy
if we could just get effective follow-up studles, cn
the job for occupatlonal’students, and-at other ins t1-
tutions for transfer students.

D. Studies of the institutional climate which generally
are not available at this‘time, can assistpus‘as aca-
demic deans in one of our most vaguely defined,vyet
‘most important'responsibilities. We (meaning me)
often find ourselves as‘that‘person-respOnsible for
creating a cllmate in whlch 1nstruct10n is exc1t1ng,
students are str1v1ng to learn; and yes, in which
beven faculty are w1lllng to work.. It 1s probably
apparent from the tone of these comments that I ha?e

: not been as successful 1n thlS regard as~I would like{
‘This- fact only hlthlghts the p01nt I am trjing to3l
make. I have,’at thls t1me,:v1rtually no data whlch
would allow ‘me to make better de01510ns as. I strlve
to 1mprove an . 1nst1tutlonal cllmate dectroyed reqularly

jat the" negotlatlng tabl
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4. Institutional Research that Assists in Decisions on

JJurriculum and Program Needs and Priorities. The most diffi-

-=ult data to get'a hold of is that which relatés to projec-
zions of career trends .and manpower needs. These form the
rasis of our occupational programs and:are required daily.
Wihen we realize the aﬁonnt of institutional resources one

maEst commit ih'deVeloping a new ioccupatiocnal program, the

meed for such data becomes paramount. Unfortunately, even

the best data;currently available eften is fragmentary and its
quality suspect; Somewhere on the vast horizen underneath

that hrightly colored rainbow lies‘the academic dean's pot of
gold. To me that pot of gold is sufficient data on anticipated
industrial needs that can be coordinated with clearly defined
student needs and motivatiOns as well as research—based curric-
ulum deslgned toprov1destudents Wlth skills arrlved at through
careful task analyses using instructional methodoloqles that
‘have emplrlcally oeen‘shown tO‘prOV1de the greatest growth in

student achieVement at the lowest‘possible‘cost.‘

5. Instltutlonal Research that Assesses ‘the College S

‘Impact on the Communlty No matter how erudlte our statements

of 1nst1tutlonal goals and phllosophres,‘no matter how clearly
stated‘our‘behavioral object1Ves, we are all trylnq to do the
s ame thlnq—-make a pos1t1ve 1mpact on our communltles in. terms
of cultural, SOClal, economlc and educatlonal growth. Unfor—
tunately, i‘cannot‘evenrdescrlbe theetypesAOEGStudles that,

would be most useful in assessing this impact;let alone provide
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a prescription for its accomplishment.

Perhaps even more unf&rtunate is our only single gross
measure of such impact--the mileage election. Even though
such elections provide us with every accurate feedback (in
a gross sense) on the college's impact, they provide us with
no information which would. positively effect that impact.

How often do we ask ourselves the question, "Why clon't those

.~ people (in.the community) understand what‘the college is

doing for them?" The answer is all too simple. We can't tell
them. We have little or no data which would indicate that we
are doing much. Unfortunately, taxpayers_aren't ssatisfied with
our gut-level feelings“of being worthwhile. | |

6. General Research Services. At Muskegon Community Col-

lege, I have said that the faculty s prlmary role is to facil-
itate student learning. I can paraphrase that fox the academlc
~dean. His primary role is to facilitate teacher tteaching. If
assumptions regarding;decision making stated earlier are valid,
and~I believe they are, and if the teacher at the classroom-
'level 1s prlmarlly a dec1510n maker in fac111tat1ng student
‘learnlng, as I belleve he lS, then one of our major contrlbu—
‘tlons to facllltatlng teachlng must be the prov1snon of research
:serv1ces to. our faculty.; These services: should 1nclude evalu-
.atlve research on teachlng methodologles,vand they should pro-
Vlde lnstltutlonal research—type data for faculty deC1510n mak- -
1ng as well as. tralnlng and cOnsultatlve serVLces for the faculty
In order to accompllsh the tasks outllned abqve, the 1nst1—ﬂ

.tutlonal research offlce must have clearly stated oo;ectlves.
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The following oObjective statements, while stated in idealis-

tic terms, may be useful to you in establishing objectives

for your own institutional research office: N

1.

The institutional research office should provide a

comprehensive data base including files on students,

faculty, the physical plant, teaching resources,

finances, and the community for all analyses re-

quired by the decision:makers in the institution.
It.is the lack of such comprehensive data bases

that serves as a barrier in every decision applica-

. tion. Compiling and providing such data constitutes

a major role for institutional research.

The institutional research office must be designed

t0 meet thecneeds‘of the users.

The development of most institutional research
offices seems to be based upon the theories of systems
analysts rather‘than upon  the needs of people whc will
haVe to work with the'system. The institutionai re- .
search offlce must place c0nt1nu1ng emnhas1 on the |

key role of. ‘the user. A necessary 1mp11catlon of this

is that the user Wlll need ass1stance in effectlvely

futlllzlng the data and analys1s prov1ded

There should be developed a central 1nst1tutlonal re-

search offlce whlch will serve as a center for data

gatherlng, process1ng, analys1s and reportlnq.

As the dec1slonS“requ1red of faculty and admln—

1strators have 1ncreased 1n number, so have the places
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these decision makers must go to seek data. Even
where these individuals could pqtentially share in-
formation, the data is often impossib;e’to Yetrieve in
a‘format‘Which is usabie for a specific application.
Centralization of collection, analysis, and reporting

of information would help to alleviate this problem,

4. A system of two-way feedback between the users and the

institutional research office must be established.

Probably'the most effective vehicle for such feed- -
back is the institutional research.advisory committee.
Too often have I.experienced the situatiOn in which deans
- do their deaning and researchers do their research and never
the twain shall meet. Only through structured communica-
‘tion channels will the institutional research office come

anywhere near providing the service that is so necessary.

5. The institutional research office should coordinate infor-

‘matiOn analysis on .all componentsuin the institution. it

should not limit ltself to data and’ report generatlon ‘but

be a recommendlng agency as well.

:‘ Whlle I reallze this objectlte 1s controverslal, and
that some- 1nst1tutlonal research offlces have - tended to
run the 1nst1tutlonjwhere‘1tyhas been 1mplemented the
institutibnal research Office:is‘ln a unlque posltlon of
belng able to coordlnate data on;all facets of “the lnstltu— 
tlon,i Theythus may have a broader view of glVen‘SLtua—

tiQns than,any 51ng1e3functlonal offlce could~ever haVe- ;[
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With these objectives in mind, it is possible to outline

the steps neéessary to design and implement an effective in-

stitutional research office. Once again, the statement is

idealistic, but the underlying principles should prove useful.

1.

A comprehensive systems analysis of information needs.
This should include an analysis of 1nformat1en
gatherlng and reporting in the current system
as well as analy51s of‘the information gather—
ing and reportingnneeds not now being met.

The development of data-element dictionaries, of

faculty and supporting staff information, student

information, physical facilities informatiOn, finan-

cial information, lear rning resources 1nformatlon, and

community -information.:

These dictionaries should provide the framework:
for three types of data files. The first pri=-
ority files should contain informetion_neededr
ocn a regular.basis by eeVerel components of the
college'commnnity, eThe‘seCOnd'priority(files
sheuld ¢0nta£n infermetionAused ffdmktine te"
time ‘and generally 1s llmlted to 1nformat10n
lnot requlred more " than two or three tlmes a
year.‘ The - thlrd prlorlty flles 1nclude what—‘ 
:‘eVer other 1nformatlon for Whlch a- potentlal
need is seen at ‘some p01nt in the future.kkIt -

‘wlll be‘necessarywtovdeflne preclsely~each'data
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element which will be a component of the file.
Many of these items already have useful and
widely accép£ed definitions,_but‘others require
careful study to eliminate ambiguity in their
use. Definitions should be uniform to insure
against erroneous comparisons. Where exéeptioné
are made to a given'definition, éach instance
should be identified and documented. Whenéver

an item in the system has been defined, a logi-
cal coding system muét be devéloped to allow for
effiéiént data processing, ahalysis, and revort

preparation.

3. The development of standard codes, definitions, reports,

and analyses.

Reporting requirements are a function of the user's
need. It will, therefore, be necéssary in the
analysis of the current reéorting system to make

an indepth study of’the ihformatioh needs of in-
dividualérat‘the Véfibus decisidﬁFmakihg 1eVels.<
This analysis’shoﬁid“include arstudy of‘thé:dynam—
ics‘hof the informatioh‘géthéring; £héf%i6Q 8f“ |
déta, individual fesPOpsibilities fof déCisi@nw
making and'the‘uSéS‘made;of thé iﬁférmafion~gath?_l'

ered‘er‘éll reports wiihin“#hé current system{
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4. Interpretation of the information report requirements

into_specific report layout that best meet the users'
needs. . )
Important consideration will include the formatting
of data, descriptions of data and levels of summa-
rization. The_effectiveness of the institutional
research office is a direct function of the usa-

bility of its output. Report formats thus become

a top priority consideration for the office.

5.. Budgeting and staffing of the institutional research

office based on the analysis of need.

Research-based decision making does not come
cheaply. Once again the factory analogy becomes
usefullin a direct way. Those firms which have
reinvested a large percentage of their profits
- into research and,deyeIOpment have consistently
been more effective than those which have not.
An annual expenditure of five percent‘of the in-
stitution's.budget for 1nst1tut10nal research
may be as unreallstlc at my 1nst1tutlon as at
yours, but 1t.would not be unreasonable 1f that‘
“Offlue were tu be utlllzed fully. The atta1n--
‘ment. of the ob]ectlves outllned earller in thlS_
"paper w1ll be noth1ng more than a plpe dream,
‘however, unless a real flnanc1al commltment is
made to 1nst1tutlonal research.‘ On the other‘“
‘hand ‘even an- 1nvestment of twenty five percent

Q of the 1nst1tut10n s- budget in 1nst1tut10nal
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research would be meaningless unless the
decision style was.modified‘toward research-
basgd decisions. | -
Summing up, we paraphrase that greatest of all authors,
Anon, "Research without implementation may be futile, but

decision making without sufficient data could be fatal."
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PRE-SERVICE AND IN-SERVICE TRAINING
OF COMMUNITY COLLEGE FACULTY MEMBERS

James 0. Hammons, Ph.D.
Dean of the College
Burlington County College
Pemberton, New Jersey

The PeoolemWho Staff‘theiPeople'stolleqe7is the provoca-

tive tltle of a January 1972 report submltted to the Natlonal
AdV1sory Councll for Educatlonal Profes51ons Development by
Dr. Terry 0'Banion. In the preface to the reDort he states
(26,1) =
The quallty of educatlon in' the communlty junior
college depends prlmarlly on the quality of the
.staff.,‘Communlty Junior colleges can enroll in-
creasing numbers of: students,,they can house these
s tudents and proqrams in attractive, modern facll-,
Cities;: but all those will avail little if their
staffs ‘are not highly competent and: well prepared
for ‘the’ unlque tasks assigned them by this new
‘venture in Amerlcan educatlon.‘

He goes on to p01nt out that 1t is tlme for the prlorltles
of communlty junlor colleges to shlft from concern w1th quantl-
tative matters such as number of students, bulldlngs, and col-
leges, to a concern for the quallty of the staff who serve. in
_these 1nst1tutlons.

} Wlthout a great deal of. d1ff1culty, it would be posslble

to cite at least twenty or th1rty authorltles on- the need for -

‘nffaculty development, some datlng back as far as l925. How-

ever, attemptlng ‘to justlfy the need for faculty development
‘would be an 1nsult to the readers of thls paper. (For those“
31nterested 1n other quotatlons regardlng the need for faculty,

tralnlng, Mlke Schafer dld an excellent ]Ob of cltlng these o
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in his monograph, The Student Role of Teachers: Faculty

Development in the Community College {32, 1-21.)
Before proceeding, it might be useful if T were to define
four terms Which will be used'throughout the paper._‘They are:

'Pre service - Any oroqram of faculty tralnlng conducted

between the time an employment contract is slgned and

the‘new'teacher begins full-time teaching:

Orientation - A,shortr(normally one-to three-day) period
of‘actiylties, norﬁally conducted immediately prior to the
first day‘of‘classes; which are designed to assist a new’
staff member in becoming famillar withrthe‘college and |
" his role in it.‘ | B

In—serv1ce‘— Those post—employment actlv1t1es, sponsored

by the college or. pursued by a faculty member, which.
attempt‘to lmprove h1s functlonlng as a faculty‘member;

'Faculty Developmént - Those pre—service, orientation; and =

:1n-serv1ce act1v1t1es in whlch new and old faculty partlcl-
pate in order to 1mprOVe thelr functlonlnq as faculty
members..

Assumptlons Underlylnc This Paper

3

The assumptlons whlch ‘0'Banion. clted in support of hls case
for 1ncreased programs. to prepare and upgrade communlty colleqe
faculty are also qulte approprlate for thls paper.” They are as
Lfollows.(26, 167-168), |

1. Communltyqjunior collegesmaxe‘Special'kinds’of edu-

: »catlonal institutions,in some ways similar to, but

in some ways vastly different from,usecondary schools
and four—year colleges and unlversrtles.
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Community-junior colleqe students are special klnds

of students, similar to their countervarts. in other
educational institutions, but slgnlflcantly different
in a wide range of characterlstlcs

There is a great need for the great number of community
college staff members who are espec1ally qualified

to serve these klnds of students in these klnds of in-

stitutions.

If the communlty jur “or college is to grow in quallty
as. it has in quantity; if the needs of minority groups
are to be met; if the undereducated are to have a

'second'chance, if the needs. of buslness, industry,
rand government are to ‘be provided for; if communi-

ties are to be given opportunities for renewal and
rehabilitation; if all human ‘beings are to,be given
opportunities to explore, extend, and experience
their hopes® and dreams, then it is lmperatlve that .

‘llmmedlate ‘and considerable attention: be given to the

educational needs of those who staff 'democracy's
college For if the staff falls, the college fails.

And if thls college fails, thlS democracy will be
‘obllged ‘out of great travail, to generate other in-

stitutions to aCCOmpllSh the proper work of the com-

'munlty junlor college,v

While’ there are some prom1s1ng programs currently

“available in unlversltles ‘and communlty—junlor ,
colleges, " programs for pre-sexrvice and in-service

~education are- mostly nonex1stent or lnapproprlate
where they do ex1st

Imaglnatlve and potent educat10nal programs for
communi ty- ]unlor college staff,isunported by ‘the

~federal government, state and local governments,

four-year colleges and. unlversltles,‘communlty—

‘junior colleges, prlvate foundatlons,‘and other

approprlate agenc1es, mus t be. continued ‘where they
exist, and" organlzed -and - developed where they do not,

if the community college concept is to survive at
,all, ‘rauch less .grow and- mature 1n ltS contrlbu—
‘tlons to Amerlcan soc1ety. ‘

these, I:would add.Only two,mnamely:

Most communlty college faculty members are w1111ng

;to 1mprove thelr teachlng S o o o -

‘A successful faculty deve10pment prOgram can be
‘~conducted at any  community college, desplte 11m1ted
. staff or flnanc1al resources.
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Recruitment and Selection

While I'm sure‘any.Dean of Instruction reading this
would agree_that‘it is possible to in some way improve the
“performance of,virtually‘anyone‘he'might‘employ, Ifm‘equally
sure ‘that you would all agree that there are some 11d1v1duals
w1th whom it is eas1er to work and who are most receptive to-
~change.  In other words, the best‘faculty development program
is no substituteffor‘wellfplanned_reCruiting procedures in
which the needs of the institution are carefully defined and
lpersons recruited and selected to fill those needs.

.HoweVer‘ 1t 1s‘not the purpose of thlS paner to deal w1th :
recrultment ‘and. selectlon. ‘For those 1nterested'1n additional"
“readlng, I strongly‘recommendoa bublication-available from the
Instltute of ngher Educatlon at the Unlverslty of Florlda en-

;-tltled Guldellnes for the Recrultment and Selectlon of Commun—'

‘1ty College Faculty (28) , ertten by a Dean of Academlc Affalrs,‘

.'1t is a succ1nct and enllghtenlng document."

: ,Suggestlons for Der1v1ng the Content of a Faculty Develogment
LProgram = ; ‘ : ‘

Before dlscuss1ng some suggestlons from the llterature re-

-
[

gardlng what should ‘be the content of a faculty deVelopment pro—
jgram, 1t mlght be well to. spend some tlme thlnklng about how
one gaes about determlnlng the content Offhand I ‘can think
\of “five p0551ble methods

'l; ‘Ask. the faculty what thelr needs are..

2. _Use a plannlng team comprlsed of people who have \:
been around awhlle.

_3;7__ : o



3. Specify'the knowledge, skills, and abilities you
desire in a.faculty member and design a program to
develop these.

4. Review the literature and base your: proqram on
what seems & o) be a consensus.

5. Leave it up to the division or‘department.

One of these, or'some'combination of them.should-suffice
as the device by which the‘COntent'for'a faculty development
program is determined{ Each method has its advantagesband dis-
advantages, and as is trueiwith‘any procedure;‘the method of

implementation is crucial. For example, it is one thinq'to

circulate a memo to the.faculty and ask them to indicate what

they would like to see included in a faculty development pro-

‘gram. It is another to llSt several items, leave‘space for
| lthem'to*add‘others; and~then*ask them to rank these in order.

'of their need.

The advantage in surveying faculty is an obvious one; a
program designed.afound‘the needs of participants is much more-
likely to succeed.llThe»disadvantagefin this method ‘lies 'in

the poss1ble differences between eVidenced faculty needs and

institutional goals. Aiso, faculty tend to be rather parochial .

in their views.

The use of aufacmmty'planningmteamahas,the»obvious_advan—'

tage of faculty‘participation'and,vif therefis'administrative

krepresentation on the committee, faculty-administration commun-

icationuis faoilitated :thus avoiding the'possible‘discrepancy

‘ between faculty and administration perception which some authors

have noted (16) Also, if ‘the planning team consists of people

who have been at the institution for sometime, andfknow‘the
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1mstrt1tlon, you can normally assume the topics selected

wiill be relevant “The dismdvantage of a plann;ng commlttee

i= the dlsadvantage of any“oommittee—-increased'time require-

'ment. |
Us1ng a behav10ral deslgn whereby content is deSLgned to

provide each partlclpant w1th the knowlque, skllls, and attl-

tudes whlch;someOne in the institution has specified, appears

a'logical way of insuring that time and resources,are maximally

utilized.i However, few institutions are sufficiently clear

regarding the behavior‘they:wish their faculty‘to evidence

and fewer stlll would be - competent at deslgnlng a oroqram to

fac;lltate thls. Another posslble dlfflculty w1th this method

of‘determining c0ntent is the lack of faculty 1nvolvement-

‘leadlng to the questlon of 1ndoctr1natlon versus development

A review of ‘the. llterature w111 yleld many useful ltems,
and,angenterprlslng researcher~couldxno doubtmarrange‘thesenlnu
same. sort of frequency dis tribution which:couldﬁbetreferred‘to
rnwselectlngitoplcsn_ However;,. whlle this method might be use-u
fwl_in‘producing a ShOpplng;llSt,‘thEIe‘ls‘nOWaSSUE@nCQ‘that
fa@uﬂty‘develqpment;programsfﬁased‘Onmit wouldmpreparemfaoulty
torFunction effectlveiy in‘aqymparticular‘college, |

ﬁThe‘last:methodﬁmentioneﬂ;forddetermining content was that -

;~of“delegating“this to the department/divjsion level Althoudh‘

dlverslty may result from thls route, Drov1nc1allsm, duallsm,

”needless dupllcatlon of effort, and lnadequacy are more llkely
,results.1 ‘This is the method normally used ln senlor colleges
-and un1vers1tles and may explaln why students experlence so

- many frustratlonsjln those lnstltutlons.
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My own recommendation is a combination of all these with
‘one 51gn1f1cant addltlon—;the educatlonal development offlcer
(EDO), a new staff member dreamed up by the folks at the
fNathnal‘Labbratory for Higher Education.dngdeally, hedis‘a
staff‘gnot line) officer, responsible touthQ‘Dean of‘Instruc—
.‘tion‘for‘such things :as faculty pre—servicey orientation, and
infseryice training, curricular and instrucvional developﬁent,
and evaluatiOn,fetc If your institution 1m fortunate enough
to have such an individual, he is certalnly the loqlcal ch01cen

By app01ntment of an adv1sory commltteq to assist ‘the EDO,
faculty 1nput w1ll,be assured in. the creatiqn of a survey instru-.
ment (based on the llterature and on the nequ of the Anstitu-
tion) whlch can be ‘used- to 1nventory ‘the: nequ of faculty.v*Ehe
;EDO should be famlllar enough w1th the rmst;tutlon ‘andiits
needs to insure that the resultant program JS releVant to:‘both
faculty and 1nst1tutlonal needs Further, he w1ll«be.able to
convert the daia from ths survey 1nto measurable perfmmmance
objectlves,ﬂdeslgn programs to achleve these objectlves eval—
uate the results,.and makerchangeS‘based“On feedback He should
Ealso 1nsure that Lhere is sufflclent d1v1s1qn/department in-
‘yvolvement to meet thelr unlque needs, whlle lnsurlnq tham'all

*‘part1c1pants,recelveg@ertamn:common;elements:also¢

4Suggestedtcontent formafFaculty'Development}PrOgramu
.Intreviewing the literature,~IuWas‘surprised“at‘the amount
of wrltlng about what quht be 1ncluded 1n a faculty development'
:;program. In fact, there was ‘so much that I had dlfflculty orga—
‘nizing}ft. Flnally, to faCIlltate its use by you, I de01ded to
‘ group what ijoundlaccordlng‘to,four‘tlmercategor;es;‘




The first category deals‘with what might‘be done between
the time‘a faculty member signs a contract and the time he re-
ports for orientatiouwor other faculty nre;service activities.

The second category deals with faculty orlentatlon, or the
knormal one-to threenday orogram 1mmed1ately preceding the be—
‘Lglnnlng of classes. |

The third categoxry describes whatymight occur ifran.insti—
‘tution.choselto‘offer'artwo.to‘threegweek pre—service faculty
training program‘for ﬁew:faculty in the period immedLately pre-
ceding the beginning:@f‘classesl

| ‘The finalécategory describeswsome suggestions‘far“in—ser;
. Vice activities'whimhmmould‘be‘ofﬁered.to‘borhfdld and. new
facultygdurimg.the~scmbolfyear. | |

A551st1ng a new faculty member 1n adjustlng to awnew slt—'
uatlon Shouldn't wait mntll he arrlvesdfor the first day of
faculty‘orlentatlon, or pre—servrce tralnlng" Tor example,:

#ngton,

; when a new faculty member accepts a pOSlthn with Burli
he is 1mmed1ately ‘semit a package c0nta1n1nq ‘a map. of %he county,
a state‘pankﬂand.memmeatlon guide , faculty handbook mmunty
mun1c1pa1 tax ratesm :school lnformatlon, faculty dlremmory,»
cataloq, faculty assoc1atlon collectlve bamgalnlng cmntract,
and 1nformat10n regardlng houSLng. Slnce’hous1ng isrmot
rkplentlful in.our seerce area, wo place ads for rentalks in
local papers ; In addltlon, tentatlve;course a551gnments are
made and coples of texts, course syllabi;nlearning'packages,
etc.,~are‘sent. The llbrary contacts hlm for book and perlod¥
lcal requests. The personnel offlce furnlshes lnformatlon

‘fabout such necessary detalls as pay dates, W1thhold1ngs, and
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beginning.Qates of‘health]insurance.' Feedback‘from faculty
indicates.that these'courtesies have been.appteciated and
serye to cqnyeyian attitude which says,'"We‘cafe‘about'you."
Orientation‘programs are described in somne detail,inythe
literatu;e;,fSome of:the_ideas’gleaned;from it‘are:‘get—aos
quainted sgcial activities (boafd,‘administrationj old and new
‘faculty), tours of the community,‘meetings'ﬁith stiadents, dis;
cussions. ahout the faculty's role in governance and: the exist-~
1ng commltiee structure, a questlon—and—answer session on the
facultywhﬁ@ﬁﬁook,rseminars on buslness‘and personnel policles
‘affecting“ﬁaculty; a gresentation on institutional”goals and
lobjectivesgand’thefaoulty’slrole'in'aco0mplishing“these,lin_
stitﬁtibnal,oroblems, outstanaing‘featufes of the:dnstitution,
studentwdata, introduction totne'student_personnﬁd séfyioes :
.staff)lexplanationtof‘the*fatultyfadvising'roLe,lLeyieWHof“f
:regularlywusedforﬁs.anaprocedures,Ja;sistancejamailable,in:"
-preparlng anad: uslng 1nstructlonal materlals, gradlng prac-
tlces,betc. | - :
Unfortunately, onlyvone atticle conlo belfouﬁﬂ‘describing‘
institntional-attemptsftofconduct a two/threeyweekwprogram‘of
‘pre serv1ce tralnlng for new faculty (lO),probably because}
few colleges have attempted thls.j Consequently, ‘the dlscus—‘
sion: whlch follows is based solely on the’ experlence of the
author in planning, conduct;ng,’and evaluatlng three such pro—
‘grams at hisfinstitntion;f‘lv : | |

First of‘all,‘Iibelieve that :a two-or‘three—Weekspre—servioe
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program for all new faculty is much to be preferred over a two-.
three day -orientation program. Due to time limitations, the
latter becomes a "talk" sessiion while the~formér can be struc-

i

tured as a work" shop im which: new faculty are actually 1n—

: volved;in,“ﬁ01ng thlngs_ The~ccst is mmnlmal.‘ at Burl;ngton,
‘we haved@bmeﬂoped‘and Validatedﬁatwo-weekprogram whlch.is,re—_
guired fornailxnew‘facultxr Payment is on‘thehsame basis as

‘:for‘overloed“teaching,rWhich aweragesdout‘to‘$225;00 per week.

This $450.00 per faculty member is perhaps the best spent money

at. the college. During tmis‘trme:a faculty member:

L. Tassrns how. toxwrzte"measurable learnlng objectlves
“amﬁ matchlng cxlieu:unz test: Items

.2,‘“Wmm¢es a self:xnstructronal learnlng,package.
3;‘”®eyelops'a'c0ursewsyﬂlabus

4, Becomes famlllar w;th procedures for fully utlllZlng
 the considerable taillents of a:rather exten51ve learn-—
ing resources s@mﬁfn

5. Is- checked out  on ‘#heruse of those audlov1sual aids
i control deviscesozrsed in' the varlous 1nstruct10nal
Leao . .

6. Ts .given actual expexlence in the use of small group
: technlques
N o : : o
7."Becomes conversant regardlng the history and phllos—
~ophy of communlty colleges in: qeneral and ours in_ par-
“ticular. L :

8. Becomes familiar with the goals “and objectlves of.
,communlty colleges in general and ours 1n partlcular.nw

9. Becomes famlllar w1th the nature of communlty college
students as compared to four-year college students.
and is briefed on known data. about the students ln
our college. ‘ :

10. Meets other faculty in hlS lelSlOn and worklng w1th

his: lelSlOn chalrman, becomes famlllar with lelSlOnal
pollc1es and procedures. : : : ~
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11. Through a guestion and :answ=r period, becomes quite
familiar with college pOchiES and procedures (an
extensive faculty handbook s the vehicle used for
this). .

12. Becomes familiar with colfesge

- munity at'large;

facilities and the com-
‘13. Is acqualnted Wlth member&‘vv‘the student personnel
: staff and thelr functlons;

l4._‘Is acqualnted w1th mamy<mf tire: unique features and
' ~instructional innovatimns @f the college.

At the end of this two-wesk rsmri-sd, he has one week be-

fore classes begin. This one week: m#F¥ (at no pay) was init-

iated this past year, based on fmefhmck from the preceding

" year. By the timeﬁclasses begkmmfh@;is*well on his way to-

_Faculty evaluatlons have beemmwgegwhelmlngly pos1t1ve’to—
ward this:practice‘andlwe plan-&xxamaﬂﬁ&nuehlt;‘_lf you are.ch—.
'sidering‘moying ln this dlrectﬁbmmjﬁimﬁuld offer a few,suge‘
gestions~y‘ | :

1. Plan get- acqualnted actlmqngs very carefully - We
used- consultants from thes W=msional Tralnlng Labora—
‘tories. ‘Oone’ year, then' our owm staff the next. . Get-
ting: everyone to know: one”ammther the first day is
critical. ! :

2. COnduct the workshop as yam: want faculty to conduct

‘ their- classes.‘ Our institution is: heavily systems
oriented, ~and many. classes. are’ completely individ- -
_ualized; " This is the" model we have trled to emulate
in our . pre service proqram :

3.-‘Involve returnlnq facultytmembers. ' We make it op—
‘tional for them to part1c1pate,and find that they
drop: 1n and out.__;‘

4, Involve at least a few students. = It is ama21ng how
p051t1vely both students and“faculty react to. thls,
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5. 'As a general rule, avoid the use of consultants
who come in, make a speech,-and leave.

6. Avoid those things wh1ch are traditionally done in
- . orientation programs, such' as long welcome speeches
by the president or board chairman. Instead, have
them become active part1c1pants 1n some section of
the program. :

7. Establlsh a tlmetable and. stick to it unless valid
feedback 1nd1cates otherW1se.

8. Provide plenty of free time when faculty can attend
to personal matters, and work on gettlng ready for
the beginning of classes

9. Insure that the faculty realize the importance

' attached to the workshop by spending the maximum
time in the: ‘workshop. Insure: your department/divi-
sion chalrmen ‘do likewise. A good rule to follow
is: no observers——only DarthlDantS

10. Insure that any staff member 1nvolved in the workshop
is thoroughly- prepared .and well organized, I still
remember a d1rector of personnel (no: longer with us)
who occupled an entire mornlnq gettlng necessary pay-
roll forms completed when twenty m1nutes would have .
suff1ced.~ :

11. Create an’ open atmosphere at the very beg1nn1ng and
‘encourage constant feedback :

12. Don't. exoect too llttle from. the two weeks.‘I have
constantly ‘had to withstand well meanlng efforts.
reduce the amount of material covered when evalua—

'tlons from part1c1pants 1nd1cated otherw1se

13. A>s1gn resoonslblllty for plannlng, 1mplement1ng,
and evaluating the workshop to 0ne person and give
hlm the. necessary. authorlty.;
14. -Be prepared to say no to requests for "tlme to
- ‘speak- to. the new faculty " “You-wouldn't believe
‘the people who want thirty. m1nutes w1th them.‘
I would go on, but thlS should g1ve you an 1dea of what
can be-done.»I urge you ‘to plan‘ for- thls in your next year's
budge You won t be sorryrp

‘ The flnal category of faculty development deals w1th 1n—b

serv1ce act1v1t1es. In general almost every communlty college




does somethlno which mlght quallfy as ;n-serVLce Lraininq.

However, few have developed a. planned in-service program.

l.

MThe following llstlng of p0551ble components il an in-service
program‘ls taken in large part from the‘work'by O'Banion
- cited earlier (26, 195-201).

Instltutes‘Q Usually four to eight weeks long and

normally held in. the summer, they are guite popular
with faculty, espec1ally when graduate credit is
given. Participants often learn a great deal from
each other because different coJleges from different
states are represented : ,

Short-Term Workshops - in contrast to 1nst1tutes,
workshops usually focus on a more speC1f1c topic

and are of shorter duratlon. These are most appro-
prlate for 1ntroduc1ng new 1deas or for 1mplement1ng
new anproaches and devices. In - the- past, they:have.
been very helpful 'in keenlng staff up to date re-
garding innovations  and new developments in community
college educatlon.,” : :

Staff Retreats ‘ In recent years this technlque has
gained popularlty It normally 1nVOlves getting away
from campus for‘a few days to concentrate on a small

number of topics.. They are sometlmes restricted to

a small group, other tJmes collegew1de, 1nclud1ng
board. members. S

On-~ Campus Contlnulng Sem1nar='— Some colleges offer
in- house on-campus seminars or courses to help de-

velop special staff understanding or skills. . At

Burlington County College, staff members can enroll

~in special in-service courses that are des1gned to

develop instructional materlals and methods. Staff
who successfully complete a Drogram of thlS type
recelve credlt whlch counts toward promotlon.

‘Exten51on Courses - Some colleges Wthh are conven= -
«1ently located. near a graduate school sponsor on-

campus graduate courses. Most .often, these’ are

’lcourses such  as communlty college histoxy and phll-‘

osophy, communlty college currlculum and 1nstructlon,g

etc;

»Conventlons and PJofes51onal Meetlngs - Although gen—

erally not as- effwctlve as longer term, more: focused
in-service programs, conventlons ‘and profess1onal o
meetlngs are important parts of any" ‘well designed in- -
service program.‘ From personal experlence, perhaps
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the greatest advantage is the chance to get. away
from campus for a day or so, meet new Deople,
compare notes, and gain ‘a new perspectlve.

7. Visitations -  Visits to other colleges to cbserve-
and review educational programs are often gquite"
effective in stlmulatlng programs and staff develop- -
ment. CA hldden value is: that staff- often flnd hOW'
green the grass 1s at home. ,

8. Use of Packaged Programs - One means for conducting
an in-house. seminar is to Use .a packaged program.
For example, there ‘are two very good slide- tape
series on- 1mprOV1ng instruction, one entltled ‘
Vlmcet (37) and .the other PPIT. (27) . . Often, a’ col-‘~f
lege can, ‘over a .period of years: generate its own‘~f
serles, by recordlng consultants presentatlons_and}
cann1ng presentations.’ : ' :

9. ‘Profe551onal lerary - A time- honored ‘but ‘often
-~ overlooked approach to in-service, is: through pro~ R
~fe551onal readlng ““In ‘the past few years, the amount '
‘and equality of’ literature on the’ community. college'
-and -improved" ‘teaching " technlques has increased: enor-. -
mously. "Place on a single open" shelf in the library
-.somé of the" 51gn1f1cant books about h1gher educatlon
-and . call faculty: attentlon to them. Many faculty
~ members Wlll be surprlsed to. learn that there are
some. - SR : : ‘

‘mlO.'fFaculty Exchange Programs = One potentlally 1mportantj”§_
. ~means for staff develupment ‘is an exchange program,: -
However, because of- admlnlstratlve 1nablllty to: re-. .. e

solve problems about hou51ng, travel allowances, etc., i

’1t has not been used to any extent. N

These are some of the major in- serV1ce approaches to faculty

'R

‘development I ‘m sure that many of you have other ldeas and fﬁ{h“
:hope that you will feellree to share them Wlth the group L
V'Problems | - |
. There are ‘a number of mlnor problems and a few major oneSﬁpbgﬂ,
whlch can effectlvely klll a program of faculty development
“ The flrst, and. Derhaps the most SPrlOuS problem is the‘
~lack of relnforcement for faculty part1c1patlon in- faculty de-fﬁ]ﬂb

velopment._ Salary lncreases‘tled to,graduate_credltsxrather‘
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than improving one's abilities as a teacher insure that fac-
.ulty give priority to the former.

Another problem is the belief on the part of many faculty
that college teaching is an art that cannot bevtaught. This
belief is becoming less difficult to dispel as more and more
new teachers realize that graduate school may have prepared
them in yhat to teach, but not how.

Recently, in some states, clauses have been written into

collective bargaining contracts which severely limit the number

of meetings which faculty‘can be expected to attend. = Where
this has happened, the glare of publicity‘mayibe necessary to
cause union leaders to adoptyarmore reasonable‘position‘at the
bargaining table. B |

The inability of institutions to conduct and evaluate effec-

tive faculty development programs is another problem. Often,
the most competent perSOn for this jOb the Dean of Instruction,
is unable to find time for the task. If there is no Educational

g Development Officer, or Ass1stant Dean who can do the job,:

jus doesn t- get done. Cons1dering the importance of this mat—

‘.ter, it might be time for Deans of Instruction to’ reexamine

‘:their priorities

“Lack of time on the part of faculty is perhaps the most

1f‘common complaint._ I suSpect it would disappear if (l) ‘the

gfaculty perceived faculty development actiVities to be impor--

tant in the eyes of the administratiOn, (2) the programs were,-” E

‘worthwhile, and (3) pa* 1c1pation was tied to the reward system

‘«41743*‘



The last problem, and probably the most important one,

'is the general belief among'administrators that the above road-

blocks are too dgreat to overcome, or that the results which
might follow are not important enough to warrant developing a .
program to overcome the roadblocks. Part of the solution lies’
in greater recognition onjthe‘part of administration of the

need for, and value of, faculty deVelopment programs. One

‘possible source of the .problem is that administrators generally

do not realize how helpful certain practices can be until they

try them (217).

Evaluation Program

If time and money are to be spent in faculty development

programs, the results should be evaluated. Conducting programs

is based on the assumption that the results will be desirable,

and this assumption should be tested. However, determining re-

sults is not always easy, even when objectives have been speci-

fied in‘advance.' It 1s qulte posslble that results may be due

to factors other than the Droqram

: 3 , : 5
Any evaluatlon should examlne both affectlve dnd cognltlve

|l

.‘behav1or change and +o detect change, pre- tests and post tests

. H‘

i

“are necessary, thus creatlng the need for carefully de51gned

1nstruments f In developlng these, don t restrlct items to
1l

‘easlly scored objectlve type questlons Open—ended questlons

o

llke the follow1ng cal be very reveallng

1. In what ways was the proqram helpful to you as you"
begin- adjustlng to your new role as . a communlty
3college faculty member’ S : S
: ‘ a . -

2,‘,Please glve your 1mpress1ons on the role of a faculty

o member at: 2 L College as rompared to the

; role of - faculty member in-a: four—year college..-
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3. - Did you'gain any useful information on the two-
year college student?

«

4, How will this be of use to you in your teachlng?
5. Whatawas of most value to you? |
Changes in grade distributions, lowered faculty turnover

rates, student evaluations.of faculty, innovative proposals

submltted these may all yield 1nc1catlons of change toward
desired ends. However, faculty development like teaching,
is a-purposeful activity.‘ If the objectives are stated in
advance, then it is possible to‘design proyrams to accomplish

-them.

Recommendations

Sugqestions regardinq-faculty development have been scat-
tered throughout thls paper. What thls section attempts: to do
1s summarize some of the more 1mnortant features.

The first of these is thatjmeasurable‘ob]ectlves‘be estab-
lished'for all faculty develonment activities.‘ 1f you don't
know whgge_your re going, how will you k now hcw to get there?
lAnd equally 1mportant, when you get there°“

Award 1nst1tutlonal credlt toward salary 1ncreases, promoQ

tion, etc., for successful comoletlon of faculty develoument

activities.‘ Thls,'more than anm ~ne 1tem, showswthe‘emphasls,””“”““‘“”'

‘the 1nst1tutlon places on faculty development.

Involve faculty and students 1n the plannlng and lmplemen-,
tatlon of. fa“ulty development act1v1t1es wherever posslble |
| | You re concerned w1th feel1ngs and att‘tudes as’ much lf

not more‘than acqulsltlon of‘facts.‘ Consequently, opportunltles
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in both large and sma,l groups should be provided for discus-
sing‘and questioning {nformation preSented.

The pragram shoujjd be evaluated uslng both cognitive and
affectlve mgasures.

In large part, ayoid structurfng faculty development on
diyisional‘or departmgnt basis.‘

" Be sure'prospecthve staff are informed in advance about
the'emphasls placed on faculty development‘actiyities and are
aware that they will he expected to participate in.them.

r; Make faculty devqlopment,programs as intellectually stimu-
lating as most graduaje courses.

Tie successful completion of a planned program of faculty
development_to the reviard system of the institution (merit, sal-
ary, promotion, releaﬂeﬂ time, publicjty, etc. )}« In fact,
why not estqbllsh a ljst of prOflLlenCleS for each rank sim=-
ilar to those used at Passalc Communi ty College in New JerSey?
Wiien a faculty member feels that he possesses these prof1~
‘leDCleS, he can be tmsted and lf he Dasses,rpromoted | Ref‘
'lated to thls, what 13 there to prevent an 1nst1tutlon from
-establlshlng measurable crlterla for tenure? |
| Prov1de tlme for faculty deVelopment act1v1t1es durlng
_regular school hours where p0551ble.v
| Include funds for faculty development in the regular ooer-
‘:atlng budget of the college.:'. l | |

Establlph soe01f1c crlterla for‘evaluatlon oF.lndlv1dual
1nvolVement in: faculty development act1v1t1es.€7

ASSlgn respons1blllty for faculty deVelopment nrograms :

and’ 1nsure that adequate authorlty 1s SLmllarly vested
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IDEAS FOR IMPLEMENTING THANGE:
INSTRUCTIONAL DEVELOPMENTS IN THE TWO-YEAR COLLEGE

Barbara P. Washburn, Ph.D.
Dean of Educational Mmeve opment ~
Mitchell Colle=ge
Statesville, North Ca@rolina

Actemmﬁﬁation of diversity is rarely an actual function
of any4bdfeaucratic organization,be it business or educational.

' The observation of most specialists &% organization theory is
.tmat colleges an& universities are andlg the most poorly or-
ganized ami managed American institukioime. |

Our present educational system,functions effectiVely for
‘a minority of students who enroll?wﬁthbut academic deficiencies.
For those‘with'@ﬁucatiomalu@eficiemmié@\or vastly different
cultural backgrounds, the system is dysfunctional, with drop-
out statistics running as high as 75% for these groups during
their first year of study..

Our present educationalhaystem.has been developed to funec-
tion.iai&ﬂy efficiemtly. ‘W@z%@?&»ﬂesigned‘policies, manuals,
prece&uﬁes, Services)‘andfsysteis However, after these have
been devloped there lS often'aﬂarfong tendency to lock 1nto
themn These problems are espenzaiiy devastatlng in the‘open—
‘doot:ccmmunity?collegesﬂand temimical inStitutesE 'Establishedt
“practices:tend‘to'negatemthe*CEIE@nt cemmitmenthte equality‘j

of educatlonal opportunlty and to. accountablllty for students
,learnlng Wlth 1ncrea51ng frequenCy two—year 1nst1tutlons have
‘01ted as thelr dllemma that sfudents are belng admltted to‘and

‘often recrulted by them W1thout the 1nst1tutlon hav1ng
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instructional programs and supporting administrative poli-
cies to accommodate the fundamental learning problems of
these students. Many complex problems have emerged, at theh
center of which is the apparent need for significant modi-
fications in traditional methods of instruction.

Many institutions are proposing to solve the problem of
the wide range of student backgrounds and differential learn-
ing rates hy implementing a systematic approach to the individ-
ualization oflinstructlon which requires instructors to develop
‘a series of instructional units. This direction has merit,
.but the switch from existing practioes may well be,dotted with
instructor discontent and frustration, student disorientation,
community and parental misunderstanding, and administrative con-
fusion. |

Another dimension of this situation is the feelings and
attitudes that the community college movement professes to have
in'relation to students.' It is often clalmed that one of the
unique elements of the communlty college is ltS concern with
the 1nd1v1dual student and hlS successful orogress.. Too often,
'howeuer,‘ln the same 1nst1tutlon there ex1sts a dlfference ‘be-
tween the sometlmes almost maudlln feellngs of. carlng for each
‘1nd1v1dual student and the practlces and . organlzatLOn of the
‘1nstltutlonf—the‘outward exprESSlOn that‘students’interpret as :
representlng‘our feelings. Slmply stated the .educational goal
felt and valued is not belng achleved by current 1nstructlonal

practlce.“Changlng'lnstructlonal practloes and supportlng
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administrative policies can be viewednas an attempt at prob-

lem solving. In order to be congruent, care or concern‘for_
the student as an individual must be translated into an outward
expression which is reflected in the"design of our instructional
programs and tke specification of our admlnlstratlve policies.
Failure.to do §o makes the communi ty college”just one more un-

fulfilled educgtional promise.

outward
expression

P
L’

area for
change to achieve
congruence

inner \
feelings}

Closlng the gap between where an ‘institution is and where
it wants to be with respect to lnstructlon demands two major'
efforts: '(l) Q@naglng change and (2) organlzlng the human en-
ergy. behlnd thq,goals and purposes of instruction. Fordyce
,and Well (’971) 1llustrate the problem by contrastlnq energy
’ flow in- congruent and lncongruent organlzatlons.

" In.a snapshot v1ew, an 1dea] organlzatlon may resemble
water gliging through a stralqht pipe; or it may look
‘like rows of galley slaves stroking the sea hard and B
‘rhythmlcally, or like a man .and his team ploughlng a .
field.  The collective energy—wof the separate drops

of water,‘of ‘the men and their oars, of the farmer,
his beastq, and hls plough——flows in one: dlrectlon.
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If we snap the shutter on an unhealthy organization,
we get a very different picture of energy flow:

energy in

———\' ‘ N8 4
S 2) energy out

Here a tremendous amount of energy pours into the system

at the one end, but the real output dribbles out a

pipette. Most of the strength, talent, wisdom, force,

liveliness, inventiveness, and joy of people is dissi-

pated internally.

The primary focus of this paper is upon planned change..
The question of how to‘focuS'human_energy‘on institutional goals
is beyond the scope of this paper. But certainly part of this
effort is connected with the employment of organizational strat-
egies which allow for purposive involvement of all constituentsi
in determining institutional goals;‘ The prlmary functlon oy
alert leadershlp is to focus human energy on purpose——the good
leader is the person who can organize the. most energy and effort‘
behlnd organlzatlonal purpose and qoals. One usefnl technlquefaf“”ﬂj
is mutual goal determlnatlon. In thlS area George A, Baker has e

'developed a useful strategy 2

In order to‘focus on some‘critical'stepstinvolged:ln the”h’hu'l
'process of chanqe 1t is useful to ralse four questlons. waAtf!‘1
'needs to change’\ Who needs to chanqe'> What are some of thet'f‘g
Ireasons for res1st1ng change7‘ How do we plan lor change'>

1‘What Needs to Chanqe’>

In effectlng 1nstructlonal change three areas of development

Wlll be explored- knowledge, skllls, and attltudes. ﬂThe[
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recognition and-concern with development in each of these three;
1areaS‘has'implicationsifor the types of ln—serwice and’pre-service
‘staff tralnlng oroqrams whlch could be deSLgned. In. the‘first
area; 1ncreas1ng knowledqe concernlng aspects of ‘the proposed
<ichange, one dlmens1on would merely be hav1ng the persons affected
by ’he change become famlllar w1th the termlnology assoc1ated
"w1th the chdnge. Terms such as‘"crlterlon test inonpunltlve
‘gradlng, "1nst1uctlonal objectlves," "redlrectlon and recycllng
of.students,' need to be understood so that‘c0rfu81on.and mis~
lunderstapdlng over thelr meanlng does not lnterfere with tne 53 4511
Fﬁcess of the change. The area of sklll development bullds on the;i

lknowledge base.‘ After one \nows what tht componentS‘oflln-ru

“ﬁstructlonal obﬂectlves are, how do you develop and seguence

‘wthem7' How ‘do you wrlte crlterlon test 1tems’> ,Construct rele—

“cvant learnlng act1v1t1es° Collect and use approprlate data;to_ff
Yﬁfrev1se the lnstructlonal mater1als7‘ Another facet Ol‘Sklllfaé%f*
ivelopment is in’ the area of what could be termed management'of:
hself paced 1nstructlon._ How does one contend w1th studentshhe-'
glnnlng and flnlshlng a course at dlfferent tlmes° Wlth~tnef~
“changlnq role of the faculty member'> Bas1c to the change to al

more 1nd1v1duallzed or self paced 1nstructlonal orogram is often
a. Sanlflcant attltudlnal change——a change to belleVLng that a‘
‘jhlgh percentage of students in any class ‘can learn 1f they are
‘hdglven enougu tlme and the aporoprlate types of helo, Benjamln
fBloom S premlse.?_ | -

| Who Needs to Change°

Thls questlon w111 be examlned ‘with respect to the leVels




of change mentloned above. students have to change with re-
spect to thelr attitudes, knowledge, and SklllS To effect:
‘such a change;students ‘conceptlon of what constltutes a “col—
,lege educatlon rneeds‘to change. A "college education" does

not necessarlly mean llstenmnq to lectures and taklng notes.
dUnder anLV1duallzed 1nstrbst10n Lt could mean learnlng‘ln a
_variety of ways': 'audio tapes; sllde sequences fleld trmns,
smallrgroupxdlscussions; Students} too, Thave to understand
.what the_components of the instructional”system are, such as
1objectives, and what thelr 1mportance lS in the changed 1nstruc-

‘;tional'program : Students need to comprehend the relatlonshlps

-

7l~ between the dlfferent components-*such as the one that ex15ts

lbetween the 1nstructlonal objectlves and the crlterlon tests
abIn the area of Sklll development students must accept that they
arn‘respon81ble for pac1ng and dlrectlng thelr own learnlnq.
'They are resoons1ble for managlng thelr tlme;‘for developlng

dthelr OWn schedule for completlng course materlal——skllls that

'need to be developed lf learnlng throughout llfe is to be accom—“”‘”'

.'dpllshed.

‘ ‘lerary and medla personnel falso need to change Wlth re-
spect to thelr attltudes,:skllls,\andﬂknowledge.L They have to
Hbe aware of the new materlals——book and non- book——to work w1th
dthe faculty member who is trylng to create current and effectlve‘
nlearnlng ma+er1als.d They can help the 1nst1tutlon manage self-“
paced lnstructlon by 1mplement1ng a "learnlng resources center

_,concept. A center whlch allows for a free flow of materlals and‘
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equipment to faculty and students and-mhich makes space avail-
able to students where they can apply in lndependent study,
their own "learnlng how to learn skllls. "“
The faculty is the key group that needs to make changes in
attltudes,_skllls, and knowledge lee students,:faculty mem—
bers have to change their ba51c conceptlon of: Fcollege“ and.
‘what 1t means to "teach.‘ Teachlng does not have to be the
1nstructor in front of the students, rather 1t can be‘the faculty
member structurlng.SLtuatlons'where students can interact with
"_the necessary materlals and persons._ Skllls ‘in mahaging7in-
g'd1V1duallzed lnstructlon for the faculty member are cruclal-;_
how does a faculty member structure hls program so that stu—k
‘dents can be at dlfferent p01nts in the course, SQ“FHaF,S?UfﬂMW
‘dents can enter or. complete a course at Varlous times duringu‘
;the year. ;Slnce there are more one to-one SLtuatlons w1th theg
”faculty member and one student or a small group of students,g
_the faculty member has to develop sklllslln better relatlng to
Histudents on ‘a more 1nformal baSLs——a p051t10n that is- threat—“"'
:enlng to many faculty members.a | |
h Admlnlstrators, too; have to make chanqes 1n attltudes,
fskllls, and knowledge in order to make the shllt to 1nd1v1du-f~
'1allzed*1nstructlon‘effectlve.ukOne area of change is the re-;
thlnklng of faculty evaluatlon orocedures. Another area is
mlmplementlng 1nst1tutlonal changes whlch WOuld enhance thel
effectlveness of the program chanqes 1n gradlng p011c1es,
reallstx:deslgnatlon of faculty loads, removal of tlme con-

 straints onhlearnlng..
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‘Other‘groups such as board of trustees; counselOrs and
‘recruiters. parents aud communlty persons, and -office and sup-
port staff need to be cons1dered if the total change is to be
effective. All need to understand the changlng nature of the
institution and llke faculty, students broaden thelrvconoep-.
tion of what a "college educatlon cOuld consist'of.

What Are Some of the Reasons for Res1strgg Change7

A look ‘at some of the reasonsbehlnd res1stance torsuch a.
change would be useful 1n order that some of the pltfalls could.
jbe av01ded in the- change process.4

l. The objectlves of. the change‘are not clear.”

'In thlS s1tuatlon people are just glven what they should
-do and none of the reasons for maklng the change. Changes‘
fShould be spec1f1c as, well as’ clear to those lnvolved

2. The peoole lnvolved in the change are not 1nvolved>1n.

the plannlng process.n luf‘fgb o

’ThlS could be lessened by hav1ng task folces reoresentlngf
Wdlfferent target groups 1nvolved in the cnanqe responSLDle rorf‘
hmanaglng Certaln facets of the change. These groups have spe-.
c1f1c respons1blllt1es and‘are temoorary s When;thejchange_ls
,effected the task force is dlsbanded 5 T o |

3.. The rewards for changlng are not seen as adequate.

In thlS regard many lnstltutlons glve faculty ‘members re-
leased tlme for course development or spec1al relmbursement

when a COurse is developed Payment durlng the summer for what

would normally be a summer session is another method belng used
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Other institutions allow faculty members to submit proposalsr
and compete for funds in a soec1al "instructional development"
category - of the,budget. B ‘ ~

4. People'are afraid of failuree

To lessen thls as a reason behlnd resis tance,adequate traln—
ing is necessary in the areas of course development and manage—
ment of 1nd1v1duallzed 1nstructlon. Also, 1t is helpful to cre-
ate an atmosphere where fallure is not embarrass1ng ‘and o. k to‘
‘Aallow people to try‘a new.ldea on‘a‘temporary‘basls. Given
time to dlscuss thelr‘experiences with‘a,programfideay-most fac-
ulties will buy a aseful strategy | |

5. PeOple:do not trust the 1n1t1ator of the change..'““

Here it ishnecessary to cons1der whether an. 1nternal or"an4
kexternal'changedagent should be used‘” Usually a. comblnatlon of‘
?both 1nternal and externcl persons is most effectlve.- Sometlmesv,
- the 1nternal change agent is a respected faculty member who has

'the confldence ‘of the faculty and ‘the background to relate to
‘?raculty members‘ partlcular situ ns' |

6. . There are too many changes at one time. -

It is often overwhelmlng to have many establlshed proce-f
~dures and pollc1es changed at- once._ There gets to be a feellng7r
fon campus of change just for the sake of change or "here we go
1aga1n1f There needs to be a balance between changes needed and
‘the personal securlty needed‘by the people 1nvolved A changlng L
env1ronment can be~fun, but 1t JS also frlghtenlngly dlfferent.h
‘Imaglne how a faculty member would feel lf he learned that by

next fall there 1s g01ng to be a change in the gradlng pollcy,



“the semester‘scheduling; class attendance regulations, that an
accountability;policypwill_be instituted,.and that all the in—‘.
- structional‘programs Will be‘selfépacedi 'Actually‘a goodfmodel
for change would be slmllar to deslgnlng‘a self paced 1nstruc—
tlonal sequence——from the 51mple to the complex and step by step
| 7, People need to be dlssatlsfled to perce1Ve the need
for change;‘ |
'If.people are satisfied with the existing situation, the

”management_of change is;extremely‘dlfficult. ‘Aniexample could
be the‘faculty member whogthinks thathit is his job tof"meed.v
‘out"hthe‘"less able"lstudent and continuallyﬂfails‘60—76%7Qf
‘his students; In many 1nstances a good deal of experlm ntal=ex-
'posure must preface change attempts. Take your faculty to another~
:1nst1tutLon where they can observe flrst hand a s1mllar program
Lrnﬂoperatlon,' Flnd an 1nnovat1ve person on your staff and glve
'ﬁhlm’some extra lncentlve to des1gn a: course. :Brlngkln outslde,
d?onsultantsdto,make talks;_showvand-dlscuss‘films}‘sharefideas
“and‘expose'thei‘aculty3to7somefofjthe“useful"‘l _p. s of CHarg*
’"‘g;g‘; problem solvwng;‘lmproved student learnlngr
| One thing. to remember in lnstltutlng change lS that ‘more
» often than not people are not res15t1ng the change,,they are

‘re51st1ng the way the change ‘is managed

"How Do We Plan for Change’

_In plannlnq for any major change it 1s often helpful to
iconSLdel the questlons that one mlghtfask hlmself 1f ‘he’ were

.beglnnlng on: a trlp.
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1. Where‘are we now? Researchihg such questions as;,
‘Howdmany students are stayihg_in school? How'many are completing
.theirgintended currlcular program? ,How-many courses are Yell
‘organlzed and presentedJ What lS our reputatLOﬂ as a coljege°
2. Where do we want. to go7 Helu‘llSt goals and ob]ﬂctlves.
Also, conSLder at this p01nt the assumptLOns——those glven% over
whioh*youahave;no‘control but which imfluence>your behavigr |
(market demands). Be cautiOus not to list things astgivems
when- lndeed you can have control over them. ‘bonft'let-this-be
a "cop out" from attemptlng the chanq
3. . How are we g01ng to get there° When-consideringfthis
‘questlon deClSlonS are made about strategles and the tlmejable
‘dof the strategles.k Is the entlre faculty to be traLned 1m methods
of 1nd1v1duallz1ng lnstructlon or just one department at V tlme'
‘1n a type of pllOt pro;ect° Do admlantrators lnSt tute qmanges
such as gradlng and schedullnq flrst, or do: they walt untql the’

need is felt by the faculty before proposlng a change°, Ig, the

o

~instructionalfprogram‘t ‘be- completely~self—paCed‘infthreﬁ'”*
years? Fivefyears?,

‘”4; Who is: golng to drlve° ‘This questiOn‘involves the leader+
Shlp of the proposed change. ;Is the Dean of Instructlon xespon—
‘d51ble for monltorlng the change° Is Lt necessary to creaqe a
:hew offlce ofy"faculty develoPment“ orb lnstructlonal devqlop~i
ment°"' Should we use external consultants?

5. Who is g01ng to pay for the tr1p°’.Here matters‘qﬁ fl—

t_nanc1ng the change are conSLdered. Axe federal funds ava;lable
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for 1nstructor t:z:'a:l.n:l.nq"> _Couid there be-a-j
budget for lnstructlonal lnnovatlon7" Bef-
needed flnance‘or fac;lltles is drawn up th-
;careful analy51siof tne errstlnq phy51cal a_
'rsources; | |
6.‘ How w1ll we know.that we . have-arrl'
:Wlil be acce?ted to 1nd1cate that our ohang.
ln‘a 51gn1f1cantly lmproved SLtuatlon7_,Aftc
for success the-sub objectlves should be seac
Egress toward the'stated goa;sgoan~be_docume'
”of-sequencedgstatementsaoouidaoe}dlthe:pelc-
:bers tralned in- methodsfof 1mp1ement1ng 1nd
‘dtlon,’the percentageioflfaculty us1ng lnstrI
ieand crlterlon tests: the.percentage of facu
greV1slng:materlals;“the percentage of facul
-self—paced materlals..the.reductlonlln dr0pa
for the 1nst1tutlon; | 7 l
| The«converSLOn to ‘a- sYstematic approac

:Lnstructlon ‘Thas been used nere to help 111u-

.dlmen51ons of~planned-changea3‘Instltutlng
wiprocess ls‘compllcated.; It lnvolved coordlr
dlfferent areas of the 1nst1tutlon,f-Thls pc

L of these areas by looklng at the groups thai
:change and the new knowledge,‘skllls,ﬂand at
ggroups:would have_to develop-ﬁ It po;nted 01

'for res15tance to'change and some strateglec
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of these resistances by'drawing attention to strategies for
managing change. Also;‘a framework for institutional planning
was outllned which:  could be useful to an 1nst1tutlon in 1mple—

mentlng an 1nnovat1ve 1nst1uctlonal program ‘or managlng other-

changes wthh affect the 1nst1tut10n as a whole or sub~groups

within 1t.
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~SUMMARIES OF SPECIAL .INTEREST DISCUSSION
GROUPS (the following is an edited version
of the notes of the recorders on points .
discussed by the ‘Special Interest Groups.)
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IMPLICATION OF STARTING A SYSTEMS APPROACH TO INSTRUCTION

. ‘ | 'Recorders:
Dr. Harmon Pierce ‘ . Dr. Saul” Orkin

Burlington County . College- o ~ Somerset Zommunity College

Pemoerton, N. J. - : Somerville, N. J.

1. Approximatelyitwo%thirdsyof the groupyare in the process
of implementinq a systems‘approach-to‘inStruction; Of the
remalnlng one- th1rd most plan to 1mplement a systems ap-

proach soon.

2. Problems and cautions mentioned by deans who were present
are as follows

a. Implementatlon by edlct 1s not effect1Ve and creates
dissension. . : O

‘b.l,Outslde consultants are valuable.

C. 'Funds should be set a51de for faculty released t1me
‘to develop materlals

dg 7In 1n1t1at1ng a systems approach a realistic View;of
' t1me constralnts must -be taken. o ‘ RPN

e, 'leferences among varlous departments must be recognlzed.'
It might pay to begln in one or two departments rather
“than across. the board.

= f. Evaluatlng the effectlveness of - your efforts is. 1mpor-
BRI tant. : D : ‘

‘g._‘Systems and accountabll:ty are new concepts requlrlng
; faculty tralnlng. :

" h. Support and. productlon fa01llt1es for in- house soft—
ware must be prov1ded

‘i.‘ A‘ machlne only" or packaged programmlng only ap- -
‘ proach won't work.k A mlxture of formats or. modes 1s
best, . ‘ C :

je ‘Don t forget student orlentatlon to the new approach
_1s needed. o :
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Orient potential faculty to what you expect. before
they are hired.

Inltlally, faculty morale may be adversely affected

This is due to several factors: systems will require

more effort on their part; ‘they are teacnlnc in ways
they have: not . taught oefore, or in ways they have not
experlenced themselves. : More of-what they are-doing.
is subject to evaluatlon and there wrll be a natural

‘res1stance to any. change.

“Settlng up controlled experlments w1th1n the 1nst1-

tution: (and’ follow-up studles) to truly evaluate pro-
grams is critical, yet few 1nst1tutlons are: equlpped

to do this.

 Be prepared to cope with the "humanlst" velsus‘"be—

hav1or1st" arguments.

A clear deflnltlon of "systems" is seldom fully com— :

”munlcated.

'EXpect strong faculty”resistance,,expecially in. the
‘humanities and social science areas. ‘Some areas,.

like: bus1ness secretarlal sclence, math .sc1ence,

physical educatlon, and: the technlcal—vocatlonal areas,

‘WLll make much faster progress,k

The " whole concept of systems in educatlon is new- and

‘has not. been perfected with regard to teachlng learn-.

ing or" management. Consequently, there are few 'good.
models to.follow.

. Most deans of lustructl i are not prepared'tO‘ 'manage”
‘the chanqe process.,'~ '

_”The lole of the department or lelSlon chalrman is
‘critical in the change process. Most are not’ adequately
prepared to fulfill traditional" roles, much less the

“new roles expected of tnem.fﬁf‘ IS :

fgCan we use a rural soclology model" for the tlme—,"
. consuming process of lmplementlng change?

‘The radlcal adOpter ——few followers
The ,early adOpters"——good examples
The "peer Spreaders ——growth group
Theu,cynlcs ——always some




‘Don't ask. faculty to. initially wrlte "Magerlan objec- .

tives". TInstead, encourage them to try to define
some - relatlvely elmple ob]ectlves. Create an inves-

~tigative attitude. among staff rather than exactly
~def1n1ng what they are to do - a la Mager.“‘

The faculty must be; 1nt1mately 1nvolved with materlals

,development.} Don't brlng in- speclallZed staff to do:

the job for them at the. very beglnnlng. peclallzed
staff are best utilized as consultants for faculty and:

‘ in the productlon areas.

Process and product are closely 1nterrelated.

.se feedback-—analyze why objectlves aren't met but

don't. create defens1veness ana don't Create polarltles o

w1th1n the staff.

‘Some colleges had purchased hardware prematurely and

complalned that it wasn't belng used.

| Several deans mentloned some thlngs they had found whlch

helped

a.

‘b,

g‘Prov1de rewards for faculty who produce.‘hThese“can‘f

be- monetaly, but need not be.

A merlt pay system based upon evaluatlon of faculty

;performance, contrlbutlon to: college ‘and communlty

and student learnlng,bls helpful

fProv1de 1nstructlonal supoort serv1ces for faculty.

“'Don t be too rlgld in systems appllcatlon. ”All the
answers are not. in; all arguments are not settJed

Faculty tralnlng through workshops,‘such as those?‘
sponsored by  the National ‘Laboratory for ngher Educa-

,tlon may help to accelerate change.,;,

Several colleges have Educatlonal Development Offlcerslf

whose" prlmary functlon 'is to a551st facult{ in 1mprov-
‘1ng 1nstructlon.‘

lDevelop dlfferent ways “of - calculatlng faculty load in
~order to'take" 1nto con51deratlon the unique: ways:ln .

. which" faculty are functlonlng in a ‘systems. approach.
) fOtherw1se, you may 1nadvertently "punlsh"‘lnnovatora.~




DIFFERENT GRADING SYSTEMS

‘ Recorders . - ‘ A
Dr, Donald F. Mortvedt Mr. Terrence A. Tollefson
Czllege of the Mainland ‘National Laboratory for
Texas City, Texas Higher Education

Durham, North Carolina

- 1. One participant"described the Santa Fe (Florida);nonpunitive
gradlng system whereby the grade of F has been abollshed
Instead, the X grade lS uSed to lndlcate a student has not

1sat1sfactorlly completed course. requlrements. It was re-:

“ported that thlS was done partlally because of a feellnq
that students should not be burdened w1th F S- for the rest
of thelr academlc llves.' Someone 1nd1oated that Santa Fe
1n1t1ally had some probiems Wlth thlS in that the Unlvers1ty

. of Florlda converted thelr h grade to F.

'2.“Another partlclpant asked why the grade of NC (no credlt)

‘ could not be used for the same purpose.

‘V3i-KIt was suggested thaL there are two categorles of fallureté“‘

, The student who can t make 1t CL
q,b.h The‘student who dOesn t do anythlng

“nghere is: often no5way

i\o dlfferentlate.between the two:fe;uws

thftypes of fallure 1n a ~,nonpun;t1ve ‘radlng system

rdg~Someohé‘é;sh'suggested that the same results as achleved hﬁ?



iﬂgwere used ensued.¢

It was felt that there should be agreement between a. stu-

dent and his teacher before a grade of. "incomplete" was

-

given.

The functions of grading were discussed and it was felt
that there were five:

a. Screenlnq of students for colleges and universities

b. roviding bus1ness and 1ndustry with some measure of

"hlevement

c. ISatisfy'students' needs to know how they are doing

od. ‘Need of faculty to ‘evaluate and/or fall students

e. Expressed need of students to be, ranked“

Various types of grading systems were"discussed. These
1ncluded-' |

‘a. Pass- fall

b.. Other non—tradltxonal or nonpunltlve gradlng systems

‘c;l'Crlterlon~referenced——w1th dlfferent crlterla belng

'establlshed ror dlfferent grades (A,_B C( etc.)

‘ﬂd;f,ConVentlonal A, B?;C;tDIiE;,t
"Several of those present 1nd1cated that they used the

:fgrades of WI WP,jand I.; A dlscussran of how these grades

‘VyWI refers to Wlthdrew—Incomplete

T

fﬁn:WP refers to Wlthdrew—Passlng’ y




10.
11.

12,

13

*Llng the gradlng system came from.g

Some felt that the WI should remain on the record even-

if the student completed the course later. Others felt

it should not remain on the record and that it should not

be averaged into ‘the student's GPA.

A point made was that the D as normally used gives no -

clear'indication of a student's having learned anxthinq,"

‘The question'%aS'asked about where the pressu e. for chang—

Another_person asked if there was any research on the

effeet?offdifferent gradinQYs§s5éms:on;student motivation.

It was p01nted out that in some un1Ver51t1es, like Michigank‘

‘ otate, students can repeat a course,'and keep only thelr

mest grade.

mhe results of follow—up studles of graduates or_"systems“?f"':
‘ 1nst1tutlons were dlscussed These studles 1ndlcate thatn'

”fthe students tenied to do no better and no worse arter“fyuﬁ"“

?,‘transler than before.v%

T

One 1ssue dlscussed but never resolved WaS the questlon

r“ﬁfof wnether akstudent has the rlght to fall.slffu‘xww'l

“ffSomeone'sug ested that anhA, B C,,syStem be uSGd for

"7[transfer rtuaentszk:m‘ P Fﬂtor”career students, to whlchfaw‘ Yo

“*a;gsomeone replled tha ”"j;‘bhui;. ght 1f you were sure ‘

\ifﬁthat the student wouldn t”chang”‘hlsjmlnd




ADVANTAGES AND DISADVANTAGES OF VARIOUS PLANS FOR
: ORGANIZING THE INSTRUCTIONAL ARBAS

~

Recorders:

Sister Eleanor Harrison Dr. Bob Miller
Cullman College . : Tarrant County Junior College

Cullman, Alabama ! Fort Worth, Texas

1. Division;chairmen should‘function both as‘educational

deVelopment officers and ‘as administrators.

2, A distinction was madé between department znd division
chairmen, with department chairmen'being défined‘as persons
usually respons1ble for only one dlSClpllnk s*d dlv151on

cha1rmen ds persons respons1ble for more than .one d1sc1pllne.
3. 1In order to properly fulfill‘their'functions as specified
in 41 above, division. and department r'haJ.rmen should not

be expected to teach a rull load
”74,~_Some of the organlzatlonal patterns reoresented lnclude

"ﬂfgoccupatlonal programs, transfer programs, college transfer

Igprograms, and contlnulng educatlon.‘ The actual organlza—Vﬁ“ Y

:jtlonal pattern depends on tne 1nst1tutlon._f 73

EftRoles of the department**nd d1v1slon chalrmen should be

“Qdeflned accordlng to the neeos of the college,,ekpectatlons 3;“"

Tadmlnlstrator or-a. facultj member



10.

llo

12,

Department and division chairmen are mid-management per-

sons and are thus greatly in need of in-service training.

~

In institutions haV1ng a unlon, it is best‘to have depart-

ment and d1v1s10n chalrmen deflned as admlnlstrators.

In negotiations;fthenneeds of mid-management people-are

sometimes given little attention.

Deans aud other admlnlstrators are not as free to negotlate
as unlons. We may need an AFA (Amerlcan Federatlon of

Administrators),

bo‘you‘elect.a,department:chairman or do you appoint him?
Advantages‘of appointing chairmen”are: | |

a. If‘you appbintbhim YOu‘canwremove him; and

b. You can be assured of continuity, ‘whereas if chalrmen

are electec this may not be the case.

The type of organlaatlon you have should depend on what

“thype of an 1nst’tut10n you Want (deflne +he organlzatlon)

13

drotatlng department chalr 1f the ch

‘kDo department chalrmen burn out and therefore should they

'i;be per1od1cally replaced?,'mhere 1s llterature to support

[

:5}the posltlon that leadershlp should be changed to av01d

hstagnatlo“'f ;k;, {R“fe: %‘g

‘:None of the deans 1n the group were really 1n favor of a

alrman 1s expected to

\*Q]be an 1nstructlona1 leader.




15.

16.

17.

18.

S 19.

Some felt that the department chairman should also be
responsible for occasional wresearch studies on faculty

o~

load, ~lass size, etc.

“The division and department chairmen should be. given

respon51olllty, trust, and accountablllty, and not be

treated merelj as flgureheads.

You must look for potential in,departmentnand_division.

chairmen and then educate. them as-educational leadersr

- Workshops and other training programS'are greatly needed

for mid—management personnel.

The League for Innovatlon LR oonductlnq workshops for mid-

management personnel. Perhaps the Natlonal Laboratory for

Higher Education should also hold workshOps for those_whose

‘responsibilities“fa;l in the mid-management.category;‘

]Ll!ds N

‘D1V151on and: department chalrmen need to learn how- to
‘delegate work to secretarlal staff—-to free themselVest

f’from menlal tasks.' Faculty and students should recelve“

‘ Qmore of a dean s tlme.

20,

a.

'"he s;stems approach to. 1nstructlon may requlre ev n more

: paperwork frOm the chalrmen.!_

rThe dean ohould be out on the flrlng llne 1nstead of

?‘q‘from behlnd a desx.v p the Organlzatlon was “ﬂpm

”3,01teofas an example of how an exeout1Ve can functlon

'f}w1thout an:offlce.de“H




22.

23.

25.

There is a limit (7-9) to the number of division or depart-

. ment chairmen who should report to the dean of instruction.

~

What if you did away with department and division chairmen
and replaced them with two or three associate deans? Would
you be more effective? 1In other words, would having general-

ists rather than speeialistsjbe better? One dean indicated

that if he had taken the money he had 1nvested in released

time for d1V1s10n chalrmen and had emploled three ‘assistant

?

deans he could have been tw1ce as effettlve.

New titles for. lelslon chalrmen are needed Someone else
said that the same care should be taken in- recrultlng a

d1v1s10n chalrman as a dean of 1nstructlon.‘

The role of theffaculty senate'Vis—a—vis?the.dean of

_instruction was dihCussed'v The‘actions of'each often con-

fllCt with thOSe of the other. Further, when a senate

"makes a resolutlon Wthh is voted on. and passed the dean

l,‘ls often left w1th the task of 1mplement1ng a pOllbY or pro—

cedure w1th whlch he dlsagrees and Lo whlch he had ‘no - 1nput

,3
¥rg

_TheLbrganizational:patternsﬁrepresentedlby]the group. in-.
‘hcluded el
”a{ilfaculty to dean,

bg'efaculty to lelslon chalrman to dean,

‘kfc;‘ faculty to department chalrman to d1v151on chalrman o
'Tﬂfto dean." e ‘ oo ‘ : ‘~,v’?g*¢ N T




Further, the or ganlzatron w1th1n.the instructional areas
varied in the way subject fields were grouped. For exampl:,
within the institutions of the participants’, the following
patterns were represented:

a. 1ntegrated divisions consisting of college transfer,
career courses, and developmental courses,

b. d1v1s10ns and departments consisting solely of college
'transfer or career faculty.

It was the consensus of those present that no one pattern‘
was best and ‘that the organlzat~maal pattern chosen should
vary w1th the size of the 1nst1tutlon, with the people in

it, and with the 1nst1tUtlons purposes and objectives.

‘Most favored keeplng their present organization.




Dr.

FACULTY EVALUATION -
Wilmot F. Oliver, Recorder:

Most of the discussion on this topic revolved around the
concepts of "means" versus "ends" evaluation of faculty.

"Means" evaluatlon was deflned as evaluation which focuses
largely on what the faculty member does, while "ends"

‘evaluation focuses on what he accompllshes.‘

A management- by objectives approach was discussed whereby
a faculty membexr would be evaluated on. the extent to which
he ‘achieved objectives prev10usly suggested by him* and
agreed to. by hlS superv1sor.

Two evaluation rystems were ‘discussed in detail. These were
the systems of Burlington County College (New Jersey) and the
College of the Mainland'(Texas). The Burlington system in-

‘cluded criteria in four areas: . (l).instruction, {2) contri-

b. 'Evaluatlon should be a contlnuous process, not some~‘

butlons to college and’ community, (3) profess10nal growth,
and (4) interpersonal- relationships. ' The College of the
Malnland.system was job-description oriented. . Specific re-

' sponslbllltles were designated, and the faculty member was

evaluated on the extent to which these respons1blllt1es‘
were met

" Several p01nts regardlng evaluatlon were ‘agreed to by most

of those present. - These lncluded

‘a,y Instltutlonal goals must be con51dered in developlngf

an. evaluatlon system,
_fthlng llmlted to the perlod from October or November
rto February,;‘ s R . L :

c. . Faculty should Pe 1nvolved 1n the development of
' crlterJa for evaluatlon,g : : :

d. VSe]f evaluatlons should be a- part of any evaluatlon'
' Cbeffort. d : 3 e




APPENDIX A

Questiconnaire Responses
Regarding the Feasibility of a-
Deans of Instruction Workshop

The follow1ng is a summary of the total responses from 124
persons who responded to the questionnaire accompanying the
letter announcing the workshop. As can be seen, the conference -
-apparently met a strongly perceived need.

Total Responses 124 - Total

1. I think the idea of having a conference
especially fcir deans of instruction is:

- A good one o | | 121
- Too restrictive | ' ‘ ) 1

2. T think the plan for the workshop (no
speeches, etc.) is:

- A good one | R o 100
- A bad idea - : ; ‘ . | 0

I prefer to reserve. judgement S 21
3.t I thlnk the $35 fee iss
- Too hlgh g‘ ~'i b o .‘ o o 15
- About rlght ‘:‘f;l ; f:: af‘jzdffdy?g ’ R ‘;'9l‘

“4}V;I thlnk the idea of sponsorlng workshops
for department or: lelsron chairmen is:

?- A good one . 1“t*'¥.' ‘ “bjo R : S 113

g—‘Not sonethlng our 1nst1tutlon would be e 15
: 1nterested ln 5 T ' ' o

“S,fUOf the follow1ng suggested t0p1cs I am most
L lnterested 1n" : : r

‘-‘leferent gradlng systems

= The;effect of collectlve bargalnlng 5’.
;‘on 1nst1tutlon and the dean '”Vw




- Faculty evaluation ' , . los
- Implications of starting a systems ; 89

approach to instruction

- Ideas for recruitirg minority - : 29
faculty ‘
—‘A&vantages_and disadvantages of \ 82

various plans for organizing the
instructional -areas

- In-house curriculum change procedures ‘ 65

t

- Pros and cons of various calendar plans .. 55

Y




. APPENDIX B

CONFERENCE EVALUATION RESULTS

'Preparédjby

Vicki: Fuller ;
Junlor and Communlty College DlVlSlon




The NLHE Workshop,for Deans of InstruCtiOn (April 26—28)
was evaluated by means.of selfnreport evaluation forms}adminisu
tered to the 31 participanis on the last day. The instrument
consisted of 16 items, six of which permitted respondents to
write on commentsvand suggestions for improvement'of‘future work-
shops. he'results,‘in general, ‘were very'positiVe, and it ap=
peared tnat most part1c1pants were enthuS1ast1c about. uhelr’ex—
perience. ‘The. WOrxshop was belleved by the part1c1pants to haﬁe
met their objectives to a great exten%};}ﬂl felt (and 94% were
convinced) that the session was rele;ant to~their needs.

Respondents to the‘questionnaire felt (90%)-thatlen0ugh
" staff persons were avallable te cond%ct the workshop effGCthely.
With regard to the two main’ components of the workshop——lnter-
actlon and dlscuss1on with authors of papers and idea sharlng
jln special 1nterest sessxons-—the responsq vas OVerwhelmlngly
pOSLtlve.- mhat 1s, 86% and 100Q respectlvely, thought these
learnlng methods to be effectlve. Mostjreactrons to theupapers
vthemselves_fell somewhere betweenv"offsome~value"pandh"ofjgreat
"\)W'alue'"v - o | o
The organlzatlon‘of the workshoplﬁas rated "good" Lo fvery
~hgood" by most f AlOng thls 11ne,’two people advrsed more pre-,
plannlng and structure for s1m11ar efforts in the future, and
vone pelson noted that he partlcularly llked the 1nformal ‘un-fpgf«h

structured atmosphere.‘

'_ It was found that the 1tems reflectlng the greatest ccr

;cern on- the part of partlcrpants Seemed to focus upon tlme._

“)

,.__T..héy

B




indicated in their responses that they might have been doubtful

about sufficient time for interaction with the staff membersr

In addition, seven comments were received which'pointed out the

apparent lack of time to read and digest materials and‘to inter-

act‘with‘leaders and other participants. Other suggestions called

for more input from participants and more materials‘and prooess

sharing. 1In regard to the‘latter, it may\prove beneficialuin

the future to ask participants in advance to bring these materlals-

with them to. the workshop. It appeared that lack of readlng tlmef~

was seen‘by the most'participants as-a deficiency} SlX persons

'expressed tne need to receive 1n advance (by mail) the papers |

‘to be dlscussed and most were uncertaln about the adeguacy of

the advance 1nformatlon whlch they had recelved ‘Poss1bly in

‘the same vein, three others suggested that the presenters of

papers glVe brlef summarles or oVerv1ews befoze oeglnnlng any -

fjdlscusS1on. ”

There Were a fem more lssues covered on the evaluatlon form.t;

:gThe phyS1cal arrangements (transportatlon,,acccmmodatlons,etc)

fglwere rated as falr by most of the“respondents, and three sugges—l&”””d'\f
‘tlons dealt w1th thls ltem, so 1t probably deserves conslderatlonﬂlh'

< .

':4W1th respect tu the number oL part1c1pants for a workshop of thlc l‘

type,‘43ﬁ stated 30 45 persons to be optlnum and 32% more responded
:45 60 Flve persons suggested smaller dlscu551on grouos,fand onegﬂf?
*fperson suggested larger groups._ Two other’comments 1ndxcated thel;{j‘%

'”m‘need to group part1C1pants by age and/or SlZe of the 1nstltutlon.;;"

‘eAudlo-v1sual materlals to ala present_tlons/and slmulatlon game

- "ﬁfact1v1t1es were suggested tW1ce.:




In.conclusion,.iﬁ appéars that tolmost peopié iﬁvolved,k
the'Workshop for Deans of Iﬁstruétion was a profitable exper-
ience. fThat is, it was rated as iﬁteresting to 15 and eﬁjby—
‘able to 14‘more. Only one person feit thaﬁ the session‘waé a
waste of time. Scué faCtérs which should be carefully examined
in plahning othér WOrkshdpS‘areg ‘(l) féceipt‘of papers‘iﬁadf
vance, and (2) sﬁfficieht time for interaction and eXChange of

ideas. In general, however, the workshop seemed to have been

planned and‘conducted.efféctively.




;_Mldwebt Clty, Oklahoma

oth,James A Carter
" ‘Dean ‘of" Instructlon

"APPENDIX C

Deans of Insiruction Workshop

April 26-28,

1972

Natlonal Laboratory for nghex Educatlon

Papers presented by;the‘following

James O, Hammons
Dean of the College ‘
_Burlington County College'
Pemberton-Browns Mills Road
Pemberton, New‘Jersey 08068

3Albert A, Canfleld ,
Professor of ngner Educatlon
Institute of. ngner Education

' University of Florida

Gainesville, Florida 32601

~ Michael I.

Drv

"StateSVLlle,‘North‘Carolina

- Participants

R. Eugene Byrd

Dean. of Instruction

Oscar Rose Junior College =
6420 bouth East 15th Street
73llO

”Worth Campbell Jr

' Vice. Pre51dent Learnlng Resources

 Central Pledmont Communlty College

.~ Post Office Box 4009 :
- Charlotte, North Carollna

23204‘,

. Mountain Emplre Communlty College
Drawer - 700 o

‘7lCB1g Stone Gap, Vlrglnla 24219
"luJack F Cherry “

B LDlrector of’ Faculty : o
. Beaufort County. Technl Instltute

,ﬂgh?Post Office Box 1069 .
*._gWashlngton North Carollna

27889h

’ff*W1llard c. Flnch

mng551stant Dean'”
{ Pitt TecChni T :
'ﬁPost OFflce DraWer 7007,@

-mlfW1lllam W P
~jg§D1rector Occupational’ Educatlon .f‘ﬁ
'Vance County Technlcal Instltute
,ﬂ[,406 Chestnut Street.
"w‘Henderson North Carollna

__;}Slster Eleanor Harrlson

'”ﬂ_Academlc Dean/Reglstrar
“Cullman College ’

}{Cullman,,Alabama

1Howard Herrlng RN o RS
../’ Educational: Developmentj‘;,f er: -
.. Kittrell: College R
- Kittrell,:

Schafer
Dean for ‘Instruction

“Muskegon Community College"
~“Muskegon, Michigan

49443

Barbara P Washburn

Dean of Educational Development‘
Mitchell College

28677

Edward G. Fix | |
Associate Academic Dean Englpeerlng P

,Technology Division

Erie Community College

‘Buffalo, New York l4150

‘Tom. F. Fot1\f?
Vice=-President EN
”gSc1oto Technlcal College
Box 766 i i
UCLucasv1lle, Oth

4“648:

“Bob“ Franklln

27536

:‘35055”“

.Nort Carollna




fﬁgDean of ‘the College ERONE S
" 'Western Piedmont: Communlty Collegef

PARTICIPANTS (continued)

James;A. Keyzer
Dean of Technology

* 'anson Technical Institute

Post Office Box 68
Ansonville, North Carolina = 28007
James Llnksz

- Dean of Instruction. ‘
Rappahannock Community College
Glenns, Virginia 2314¢ ‘

Charles W. Locke, Jr.
Dean of the Faculty
Sullins: College
Glenway Avenue '
Bristol, Vlrglnla 24201
Louls M. Marlon : '
Associate Dean of Instructlon
Forest Park Communlty College
5600 Oakland _
'St Louls, Mlssourl 63110
Wllllam A Martln

Dean of Instructlon‘ ok
Durham Technltal Instltute i
Lawson Street" ‘ : F

‘?‘Post Office Box 11307 f |

‘ Durham, Nortn Carollna 27703

W Ronald McCarter

M,fDean of Instructlon { P ROy
 New River Communlty College ,‘

“‘sDrawer 1127

t{fDublln,vV1rq1n1a 24084

‘:;Boo W. Miller -

N‘”Dean of Instructlon : :

‘. Tarrant County Junlor College f

kafNortheast Campus. .
“kfFort Worth Texas

ffH D Moretz

" Intérstate 40 at U.S. 64

ijMorganton‘ North Carollna 28655

gngarl D._Prlce RS

* Dean . of Instructlon Ok A
“James ‘Sprunt’ Instltut G

“Post Office Box 398

‘Kekansv1lle, North'Carollna

Donalth. Mortvedt
Dean of Instruction
College of the Mainland

8001 Palmer Highway
Texas City, Texas

" 77590

‘Wilmot‘F. Oliver

Dean of Instruction
Ocean County College
Hooper. Avenue ‘

Toms River, New Jersey 08753

‘Saul Orkin

Dean of the‘College“u

‘Somerset County College‘
Post Office Box 3300
' SomerVLlle, New Jersey

08876

Bruce B;‘Owen _
Dean of Instruction _
South Oklahoma City Junior- College‘:

2700 South May Avenue
Oklahoma Clty, Oklahoma

73108

Jlm Owen
Director

vEll»abethtown Communlty College,

_ Ellzabethtown[ Kentucky ' 42701
_fwPhlllp S Phelon TR
" 'Dean of “Instruction ' .
ﬁfCumberland County Lollege I
. Post Office Box 517 R
B:‘Vlneland New Jersey 083601ﬁ

fHarmon B Plerce?mjxf[_“'
.~ .Dean. of Instructlon L
“'Burlington County: College
‘“vPemberton, New Jersey

08068*”4




PARTICIPANTS (continued)

Artnur D. Schmidt
Program ASSOC1ate

~ Junior and Community College Division
National Laboratory for Higher Educatlon
- Mutual Plaza ‘

: Durham, North Carolina

-Emma“W. Schulken

‘Dean of the College

Vlrglnla nghlands Communlty College
Post' Office Box 828 .

Ablngdon, Vlrglnla 24210

Cene Slmpson

Dean . of Instruction
‘ mpartanburg ‘Technical Center
“,Spartanburg, South Carolina

George Stockton

Dean:of Instructlon

. Surry Community College’
Dobson, North CarolJna 27017

‘lerrence A, Tollerson

"Director - ' L :
Junior “and Communlty College DlVlSlon g
“National Laboratory for ngner Educatlon o
“Mutual Plaza o -

Durham, North Carollna 27701

ww____w_I_Dr.anar:les E. Urban1c~"mf““
Dean-'of: Instructlon MR ‘
Musklngum Area Technlcal College
400 Rlchards Road s
Zanesv1lle, Ohlo 4370l




Wednesday Evening:

April 26, 1972

‘ThurSday"
‘April 27, 1972

.
N
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APPENDIX D

PROGRAM

7:00 ~ 9:00 p.m.

9:00 - 9:15 a.m.

Arrival and Registratioh
Get-Acquainted Social

Introductions and Welcome:
- Terrence A, Tollefson

‘Director, Junior anid

'9:15 - 10:15

10:15 - 10:45
10345 - 12:0%
12:00 - 1:30 p.m.

1:30 - 2:45

‘ ffi2:4§F;e311$fer*e«e{fBYeak

e4536fff6300g¥]ﬁf;;‘eSOCLal Hourief =

]fMlchael 1.
_ Dean for’ InstrUCtlon ) Ll
’.[VMuskegon Communlty College N

:le{}ﬁﬁSOﬂffe¢f,%@Spec1al Interest Groups‘fjf‘wf

Community College ‘Division

National Laboratory for
ngher EdUCdtlon

eDlsvu551on of Flrst Paper-

(Total Group)

- Albert A. Canfield

Professor of Higher: Education

~Institute of Higher Educatlon e
fUn1Ver51ty of Florlda ‘ v

Breakx

,“SpeCiel Interest Groups

Lunch

 D1scuss1on of Second Paper

(Total Group).
Schafer

(Same: toplcs as
"mornlng se551on)

~ (continued next




“‘(continuation)

~ Friday
April 28, 1972

9:00 - 10:15 a.m.

10:15 - 10:45

10:45 - 12:00

12:00 - 1: 30 p.m.

1:30 - 2 45

2}45ﬂ- 3:15

3:15 - 4:30

‘:Break

‘Lunch

‘DlSCUSSlon of Third Paper:

(Total Group)

‘James 0. Hammons

Dean of the College
Burllngton Lounty College

Special‘lntereSt‘Groubse
(Second half of topics)

Dlscu551on of Fourth Paper'e
- (Total Group). :
Barbara P. Washburn

Dean of Educational Develop-'

ment, Mltcnell College

| Break

'SpeCLal Interest Groups’
- (same topics as morning

se551on)

Adjourn




